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ABSTRACT
DECENTRALIZING MINISTRY
INSIDE THE SOUL OF THE PASTOR
THROUGH THE SPIRITUAL DISCIPLINES
M. Edwin Green
Pastors generally agree that ministry sliould be sliared witli the laity, but
most do not actually do it. The typical pastor clings tightly to the reigns of
control, bottlenecking the flow of ministry and subverting the laity's ability to
participate. For this reason 85 percent of the churches in America never grow
past 200, the threshold of what one person can manage alone. So what separates
those pastors who share the ministry from those who do not? One answer is to
be found in the practice of the spiritual disciplines. Those pastors who practice
spiritual disciplines are not as compulsive in their need to be In control because
they regularly surrender control to God. Freedom comes to those pastors who
practice spiritual disciplines. They can let go of the compulsive need to always be
in control and are free to share the ministry.
The study employs a survey instrument which measures pastors'
involvement in decentralized ministry and spiritual disciplines. The survey consists
of twelve statements, six of which focus on spiritual disciplines, and six focus on
decentralization. Each statement has for responses a four point modified Likert
scale.
The major finding of the study is that there is a relationship between the
practice of the spiritual disciplines and the pastor's leadership style, namely his or
her ability to decentralize ministry. On their own, most pastors are unable to
change their leadership style. Such a change is too complicated and too
uncomfortable. But pastors can easily make changes in their spiritual practices,
which will affect their leadership style, making it possible for them to employ a
more decentralized approach to their ministry.
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CHAPTER 1
Overview of the Study
In February, 1996, the Florida Annual Conference of the United Methodist
Church offered me the opportunity to plant a new congregation in Broward County,
twenty miles South West of Fort Lauderdale, the ftilfillment of a personal dream. I
am by nature an entrepreneurial spirit I love participating in the creation of new
communities and I thrill in the process of spiritual birth. Having started a new
congregation once before, I was familiar with some of the challenges involved, but
more importantly I knew the joys and satisfactions of calling together a new
community of faith. Driven by a desire to fulfill God's great commission with my
life I accepted the offer to start this new congregation.
South West Broward County is an opportune place to plant a dynamic new
congregation. The location of this church start lies in die heart of the third fastest
growing city in the United States, and there are currently no standing church
buildings in the immediate area. Several are scheduled to be built, but the
congregations they represent are not nearly enough to serve the incoming
population, making it fertile ground for planting a new church. No demographic or
circumstantial limitations exist. What is more it is situated between two major
media markets, located as it is between Ft. Lauderdale and Miami. The only
limitation to this congregation is my own pastoral leadership.
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The Problem and Its Context
The greatest challenge I face for starting this new church lies in the
dichotomy of controlling and empowering others, if in planting this congregation I
insist on holding tight the reins of control then the church will never grow to its
potential. The reverse is also true. If I empower others for ministry then there is
every likelihood that the congregation will thrive. Bill Ed Mathison writes, "The
secrete of the growth of the church is the Involvement of the laity in meaningful
ministry" (vii). Certainly factors other than control and empowering laity
contribute to a healthy/growing church: theology, pastoral competence, pulpit skills,
cultural contexts, etc. These and others determine the health and vitality of this
new congregation. But as I have stated, the biggest issue for me personally will be
the dichotomy of controlling and empowering others, and more specifically, how I
can avoid the pitfall of over control while maximizing my effectiveness for
empowering others.
I am a person who feels the need to be In control of the circumstances
around me. My motivation for control is not sinister; quite the contrary. It stems
from a hyper sense of responsibility. Feeling responsible for everyone and
everything comes as second nature to me. But this need to be in control is deadly
to the healdi and vitality of any community, particularly for the pastor/parish
relationship. Whenever a pastor attempts to control the affairs of the church, even
with the slncerest of motives, it inevitably results in a loss of vitality. Bill Ed
Mathison writes, "Part of our problem in stagnant churches today is that many
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people have a mind set that ministry is to be done by the clergy and professional
staff" (1-2).
As the pastor of a new church It is my primary mission to serve as a witness
to Jesus Christ, to disciple those who would respond positively to him, and to
empower new disciples for a fulfilling ministry of their own. Thomas Oden writes,
"The pastor's primary task is to equip the body, not try to do everything for die
laity. It is pride and an overweening need to control that causes the pastor to
attempt to do the work of the entire congregation." ( 1 56) The role of the pastor
is defined in the Scriptures, "And his gifts were that some should be . . . pastors
and teachers, to equip the saints for the work of ministry, for building up the body
of Christ . . . (Epheslans. 4:1 1-12)." The call of pastoral ministry is contrary to a
spirit of control. Its mission is to "equip" others for their own ministry. Oden
writes, "Pastoral leadership consists principally in learning how to empower ... the
leadership of others" (157-8).
The dichotomy of controlling and empowering creates a choice, and on the
surface the choice seems obvious, which is to empower others as opposed to
controlling others. Empowering yields life, dynamism, and vitality, while control
chokes it. Even so, too many pastors choose control rather than empowerment.
As strange and illogical as it may seem, most pastors when faced with the choice
between the dynamism of empowering others and the ennui of controlling others
consistently choose to control. Oden writes.
Instead of following this preferred pattern, many pastors
do the opposite - not delegating anything, trying to put
their own personal stamp on every activity. Little effort
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is made to discover, enlist, and instruct new leadership
or develop potential leadership or inspire deeper
commitment. (157)
Basic church membership statistics bear this truth out. The majority of
churches (85 percent) have a regular attendance of under 200 (Schaller, Growing).
The number 200 is significant because it represents the threshold of one person's
ability to minister to a community personally. Peter Wagner writes,
". . . for the average pastor the energy for continuing to do all the ministry runs out
when the church reaches the 200 plateau. Churches can grow up to the 200
barrier without shared ministry, but they cannot go much further than that"
(Leading 55). The majority of churches stop growing because they reach the
threshold of the pastor's capacity to manage them alone. Wagner writes,
'^Numerically speaking . . . when a given local church has between 1 50 and 250
(attending) it will run into its most serious growth problems" (56). Rather than
equip others to help lead and grow their congregation, most pastors hold fast to the
reins of control. Wagner cites five reasons for this:
1 . Desire to preserve social intimacy
2. Desire to maintain control.
3. Desire to conserve memories.
4. Desire to protect turf.
5. Desire to remain comfortable. (Wagner, Breaking 200)
The controlling pastor needs to know everything that is going on in the congregation
and is unable to let go of any significant part of the church's ministry for fear that it
will not be done properly. This attitude on the part of the pastor leaves him or her
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with a choice hold on the essential workings of the church, which does not serve to
equip the membership for a ministry of their own. The effect is a stifling ennui.
The United Methodist Book of Discipline offers a ringing endorsement of a
decentralized ministry.
All Christians are called to this ministry of servanthood
In the world to the glory of God and for human
fiilfillment. . . .(par. 104)
The people of God are the Church made visible in the
world. It is they who must convince the world of the
reality of the gospel or leave it unconvinced. There can
be no evasion or delegation of this responsibility. . .
(par. 107)
The frustration is this. Even though most pastors know and accept the
principle that a decentralized ministry is both biblical and effective for growing a
church, and even though major denominations such as the United Methodist Church
endorse the principle of decentralizing ministry, still most pastors just do not do it.
The problem is clearly one of control on the part of the pastor, which is the genesis
for this study.
An assumption of this study is that the choice between empowering and
control is neither simple nor easy. Most pastors do not consciously choose to be
controlling. They do so unintentionally. Most pastors want to grow their churches
and embrace the belief of empowerment over control. The big question then is this,
"How can pastors escape their need to control so that they can grow churches by
empowering others?"
To decentralize the ministry of a church means to put the ministry of the
church directly into the hands of the laity. To give up control and empower others
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requires an approacti to ministry that is not focused on any one person. The worl< of
the pastor is not to do the ministry of 200 people, but to equip 200 people to do
their own ministry. This kind of decentralized leadership will result in a certain
amount of chaos for there is no way that any one person can keep up with the
activity of hundreds or thousands of people engaged in a ministry of their own. A
pastor is forced to trust.
The pastor must trust in three ways. First, he or she must trust God's power
in the lives of the people. Second, he or she must trust the church's vision to help
guide the ministries of those people. Third, he or she must trust the oversight of
those individuals who supervise the ministries of the laity. Trust is the big answer to
the simple question of control and is the foundation for decentralizing ministry. If a
pastor can not trust other people, he/she will be unable to give the ministry away to
others. Greg Ogden writes, "Distrust leads to the need to control" (123). As long
as the pastor holds tight the reins of control ministry cannot flourish among the
laity.
The ability to trust is a product of faith. We trust people because we believe
in them. We believe in people because our experience and intuition tells us that
they are worthy. Still, we never have all the facts about a person. To trust a person
still requires a certain leap to make our belief complete. Faith does not make it
easier to trust in the essential goodness of men and women. Rather, faith makes is
possible to believe, period. To believe we must have the capacity to lean the full ^
weight of our decision(s) upon Incomplete facts. Belief does not have all the facts at
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hand to make a purely rational/deductive decision. Belief requires an informed
guess, one that is completed by judgment based not on fact but on faith.
Those pastors who can trust others are also able to decentralize their
ministry, which is an important relationship. If trust makes it possible to
decentralize a ministry, then faith also has an essential relationship to the
decentralizing process. The ability to decentralize is rooted in trust, and trust is
rooted in faith, therefore, it stands to reason that the ability to decentralize is
ultimately rooted in faith. It seems reasonable to say that a pastor's faith has a huge
impact on the way ministry is performed, and it does. A pastor whose faith is deep
and broad is going to find it much easier to trust others with the ministry of the
church. As a consequence the pastor will find it easier to release control and
empower others to serve as they feel called, which is the essence of a decentralized
ministry. Therefore, faith and the ability to decentralize are closely related. The
basic hypothesis of this study Is that a pastor's ability to decentralize his/her ministry
is directly related to faith.
Measuring a person's faith with any kind of objective standard is of course
impossible. Faith is mysterious and inscrutable. Because it is impossible to measure
faith it is impossible to determine a direct relationship between a pastor's ability to
decentralize ministry and his/her faidi. But there is something related to faith that
can be measured, which is the practice of the spiritual disciplines. Many spiritual
disciplines are practiced. Some of the basic ones are: prayer, reading scripture,
fasting, solitude, worship, and confession. These disciplines are measurable. What
is more, the practice of these disciplines reveal the depth and quality of a person's
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faith. As the Apostle James writes, "\ by my works will show you my faith" (James
2: 1 8). To measure the practice of these disciplines reveals the quality of the faith
beneath them. This then would make it possible to see If in fact there is a
relationship between a pastor's faith and a pastor's ability to decentralize ministry.
This is the second hypothesis of the study. The ability to decentralize ministry and
the practice of spiritual disciplines have a direct correlation.
Finally, another assumption of this study is that the best way to grow a
church is to decentralize its ministry. Believing this to be true leads to the
conclusion that church growth is related not only to a decentralized ministry, but
also to the practice of the spiritual disciplines.
Statement of Purpose
The purpose of the study is to examine the relationship between pastoral
orientation to decentralized ministry and the practice of spiritual disciplines.
Research Question #1
What is the relationship of church growth to the pastor's orientation to
decentralization?
Research Question #2
What Is the relationship of church growth to the pastor's practice of selected
spiritual disciplines?
Research Question #3
What is the relationship of the practice of the spiritual disciplines to
decentralizing the ministry of a church?
Terms
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Several terms need to be clarified for the study.
"Decentralized Ministry" - A decentralized ministry Is one where rank and file
members have the calling, authority, training, and support to do ministry
themselves. Decentralized ministry refers specifically to ministry, not administration.
"Empower"/"empowerment" - To empower is not simply to give permission for
ministry, but also to train and equip so that the ministry can be successfully
accomplished.
Methodology
The purpose of this study is to examine the relationship between
decentralized ministry and the practice of spiritual disciplines. To determine this
relationship a researcher designed survey instrument was developed. Statements for
this survey were formulated in order to determine each pastor's involvement in
decentralized ministry and spiritual disciplines. The answers to statements
concerning decentralization were compared with the answers to statements
concerning spiritual formation to find if there is a correlation.
Population
The survey was administered to forty six elders of the West Palm Beach
District of the United Methodist Church. The survey was also sent to the sixteen
pastors of the Florida Annual Conference whose churches reported 20 percent plus
growth in 1 996. Finally, tiie survey was sent to tiie fifteen pastors in the Beeson
Scholars class of '95-'96.
Dependent and Independent Variables
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The independent variable in this study Is the spiritual discipline of the pastors.
This is the behavior that the pastor can change to affect his or her leadership style.
The dependent variable is the decentralized leadership style, the behavior
that pastors tend not to change direcdy.
Instrumentation
The survey instrument was developed fi-om a series of operational statements
about decentralization and spiritual formation based on research done in both areas.
This list of statements was narrowed to twelve. The object of the twelve statements
is to measure each pastor's involvement in decentralizing his/her ministry and
practicing certain spiritual disciplines. The statements are divided into two
categories: decentralization and spiritual formation with sbc statements for each
category. Each has for responses a four point modified Likert scale: never,
occasionally, usually, and always. The statements are evenly divided between those
positively and negatively phrased to avoid a response pattern.
Data Collection
The following procedure was used to collect data. I gave the survey to the
members of the West Palm Beach District at the District Ministerium held in Boca
Raton UMC November 16, 1997. Out of sixty members of the district, forty sbc
were present. The survey was completed by forty four pastors and collected ten
minutes after they were handed out.
Additionally, the survey was mailed to the fifteen members of the Beeson
Scholars class of '95/'96 with a cover letter and a return envelope. Ten of the
fifteen surveys were completed and returned by mail.
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Finally, the survey was mailed to sixteen elders of the Florida Annual
Conference of the United Methodist Church whose church experienced more than
20 percent growth in membership in 1 996. Each pastor was called the day before
the survey arrived explaining the survey's purpose, and requesting that her or she
complete it the day it arrived.
Delimitation's and Generalizability
This study should give an accurate picture of the relationship between a
decentralized leadership style and spiritual discipline in the United Methodist Church
of the Florida Annual Conference. To expand the boundaries of this study further
would be unwarranted given the cultural, demographic, and linguistic peculiarities of
Florida culture. I do, however, believe that this study provides an excellent snap
shot of the pastoral leadership style in the Florida Annual Conference as it relates to
spiritual discipline and decentralized ministry.
Overview of Dissertation
Four chapters follow:
Chapter 2 reviews the literature. In it the study examines the basis for the
belief that spiritual disciplines, and the ability to decentralize a ministry are all
connected.
Chapter 3 walks through the design of the project, and how the research was
conducted and analyzed.
Chapter 4 reviews the results of the survey. These results are then analyzed
In response to the research questions.
In Chapter 5 the findings are summarized and conclusions offered.
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CHAPTER 2
Review of Literature
Most pastors liave a deep need for control. Alvin Lindgren and Norman
Shawchuck make the following statement about clergy:
We believe that a key factor blocking increased lay
Involvement is the pastor's reluctance to let go of the
control of the church. Consciously or unconsciously,
many pastors interpret increased lay involvement as a
decrease of their control, and that is threatening. (37)
Too many pastors are unable to grow great churches because they need to control
everything. They bottleneck the decisionmaking process and strangle church
dynamism. To grow a church spiritually and numerically the pastor must first
mature to die point of letting go and giving die ministry away. Carl George writes.
In preparing a church for growdi, die first person to
deal with in the chain of change is the minister, because
he or she sets up a community of self-reinforcement
that either assures non growtii or permits growth. (98)
This process is impossible for some. They can not negotiate tills change because
their insecurities are too deeply carved Into tiieir psyche. Again, Lindgren and
Shawchuck observe.
Unfortunately, it cannot be assumed that all clergy are
ready for or will welcome laity as genuine co-workers in
a mutual ministry in the life and work of the church.
As the power of the laity increases, the power of the
clergy decreases. Some clergy have a strong need to be
the dominant controlling factor in the church. (15)
Sanders, in his book Spiritual Leadership^ observes:
Green 13
Delegation to otiiers of responsibility, togetlier with the
authority to do the job, is not always relished by one
who enjoys exercising the authority himself. He is glad
to give the responsibility to others but reluctant to let
the reins of power slip from his own hands. (138)
Finally, Maxie Dunnam, in his book The Manipulator and the Church, echoes this
insight of the pastor's need to control.
This effort at control is spreading like a prairie fire
throughout culture. (21) ... the minister finds the
temptation to manipulate in the area of spiritual and
moral authority irresistible. Since, for the manipulator,
the understanding of human nature is for just one
purpose - control - the minister too often fits the
pattern and plays the game. Wielding his authority, he
controls those around him. (67)
The good news, however, is that change is possible for most pastors, and once freed
from their need to control they can focus attention on their calling rather than on
an overfunctioning sense of responsibility to the church. This change is a personal
revolution that leads to pastoral liberation and congregational dynamism.
To decentralize a church's ministry involves giving up control. The concept
is simple. The hierarchical approach to ministry is dying. The post-modem world
is moving from an independent orientation to an interdependent orientation.
Grentz, in his book A Primer on Postmodernism, makes the following insight about
functioning within the Christian community in the post-modem world.
. . . while maintaining an individual focus in our
presentations of the gospel, we must shake ourselves
loose from the radical individualism that has come to
characterize the modem mind-set. In the postmodem
world, we can no longer follow the lead of modernity
and position the individual at center stage. Instead, we
must remind ourselves that our faith is highly social.
Our gospel must address the human person within the
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context of the communities in which people are
embedded. (168-9)
Church members are now eager to be empowered for ministry. They want
to be able to initiate and participate in the mission of the church. Easum writes.
Established churches worship at the feet of the sacred
cow of control. And control is stifling the spiritual
growth of God's people. Making decisions and
controlling what happens is more important in
established churches than making disciples. The Body
of Christ is most effective when individuals are given
permission to live out their God-given spiritual gifts on
behalf of the Body rather than someone restraining what
they can or cannot do. (Next 1 )
Surrendering control means that clergy must overcome their own insecurities
so they can trust the laity with ministry. The challenge of decentralization, therefore
centers in the soul of the pastor. Most clergy are, wittingly or unwittingly,
controlled by their need to control. They believe that they are solely responsible
for the health and growth of their church. They want to make sure that everything
In the church is done correctiy which usually means according to their own
standards or preferences. Thus, they easily fall prey to the dangers of micro-
management.
When every decision is dependent upon the pastor's initiative the effect is to
wither the initiative and interest of the membership. People are not interested in
doing someone's else's ministry. They want to be equipped to do their own.
Hunter, in his book How To Reach Secular People, writes, "The trend in bellwether
churches seems to be against recruiting people for roles and tasks. Most people give
priority energy to tasks they volunteer for, and therefore 'own'" ( 1 60). When
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there is no one to help them discover and be trained for their ministry, they tend to
stay home. Steven Covey writes in The Seven Habits Of Highly Effective People.
"Without involvement, there is no commitment" ( 1 43). If the church of the
twenty first century is to flourish, control of the church must be decentralized within
the soul of the pastor first. Fear of losing control causes pastors to strangle their
own churches, but the threat of churches dying will force some pastors to give up
control.
Unfortunately, many pastors only give lip service to the idea of lay
empowerment and bottom-up ministry. They pratde about it while consciously or
unconsciously subverting It. Greg Ogden writes, "There is much use of the
language of equipping, but too often it is only lip service" (86). Loren Mead, In his
book The Once and Future Church writes, ". . . many clergy are double-minded:
they give lip service to the ministry of the laity in the pulpit on Sunday, but jealously
guard their prerogatives throughout the week and especially in denominational
planning groups" (34). They just are not able to give up the control! Deep down
they are convinced that surrendering control is tantamount to relinquishing authority
and power. Again Mead writes, "Instead of being front-line leaders and
spokespersons for mission, they (clergy) now feel they are being asked to take a
back seat to a newly awakened laity" (34). This biased attitude against the laity
amongst the clergy limits the clergy's ability to trust them with significant ministry,
and is refiected in Langford's and Willlmon's book:
Symptomatic of this attitude Is the response of a pastor,
now an Associate General Secretary of one of our
agencies, upon hearing our proposals for reform: "You
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simply can't trust laity. They are too selfish and self-
centered." (34)
Robert Hunger writes that the greatest blockage to church renewal is "the hesitancy
of clergy to trust the laity widi significant responsibility" (Ogden 88). I maintain
that this distrust has less to do with the laity than it does with the clergy and their
need to be in control.
Pastors find it difficult to believe that authority can be multiplied. Receiving
more and more authority by giving it away is counter intuitive. Instead, they remain
convinced that building the church is their responsibility and theirs alone. They fail
to trust the words of ]esus when he promises, "I will build my church. . ." (Matt.
1 6: 1 8). A pastor is always wise to keep in mind that it is not his or her
responsibility to make a church grow. The Lord will build his Church. The pastor's
only responsibility is to be faithful to his or her calling.
The Insistence upon maintaining control by the clergy disenfranchises the
rank and file of the church. Members tend to sit on the sidelines and watch while
clergy work themselves Into an early grave in largely impotent ministries. Lloyd
Perry and Norman Shawchuck write.
The pastor should not have to be involved in every
program or every decision. When the pastor insists
upon being involved in everything the church will always
be weaker and smaller than it would be otherwise, for
the church will be limited to the extent of the pastor's
abilities and available time. The church will never grow
beyond his strengths and abilities. The tragedy is that
the talents of many of the laity will be wasted from
Inactivity and non use. ( 1 42)
Mathison adds.
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The secret of the growth of the church is the
involvement of the laity in meaningful ministry (vii).
Part of our problem in stagnant churches today is that
many people have a mind set that ministry is to be done
by the clergy and professional staff. ( 1 )
Generally speaking, one person is effectively able to disciple eight to twelve
people, and minister to 200. Hunter writes, . . the pastor cannot care for more
than about 200 people" ( 1 59). For one person to personally serve a larger
community than 200 is just not humanly possible. Why more than 85 percent of
American churches average less than 200 in attendance is explained by the pastor's
Insistence on trying to personally serve the membership rather than delegating and
decentralizing. Most pastors insist on centering their ministry upon their own efforts
insuring that the church will grow only to the pastor's capacity for ministry.
Ironically, a pastor's need to control leads to a great deal of frustration. Pastors
hear the call of the great commission, "Go and make disciples of all nations. . ."
(Matthew 28: 1 9), but their ministry is boxed in, limited in its influence. Pastors are
often their own worst enemy. Their best efforts at doing all the work are the very
hurdle preventing dynamic growth. Their need to be in control imprisons their
ministry and their people. They work hard, but not smart.
If a church Is to grow spiritually and numerically, that church must
decentralize and release its people in ministry. Andy Langford and Will Willimon, in
their new book A New Connection, bluntly write:
Ifwe deny decentralization. . . our congregations will continue to
weaken, our mission and outreach fiinds will continue to shrink, and the
United Methodist Church will die. If we affirm decentralization... we will
prosper. (33)
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Decentralization is aiso in step with the post-modem world, moving from an
ethos of independence to Interdependence. Many institutions and corporations are
flattening their administration, sharpening their mission, and scratching down to the
grass roots in order to secure the involvement and commitment of the rank and file.
All sorts of congregations are making the transition from the modem to the post-
modem world with stunning success, but wherever this kind of success is realized it is
preceded by the decentralization of control within the soul of the pastor! A pastor
who needs to be In control cannot make the necessary intemal changes required to
lead a successful post-modem congregation.
The decentralized church must first be built within the soul of the pastor.
". . . all things are created twice." writes Steven Covey. "There's a mental or first
creation, and a physical or second creation to all things" (99). This leads to a
critical question, which is, "How is the vision for decentralizing control of the
church bom within the pastor?" I am not speaking of the pastor becoming
convinced of the rightness of decentralization, nor am I speaking of a pastor trying
to implement it. I am concemed with how pastors make the first and most
important step which is to allow the vision of decentralizing to be bom within their
souls. In other words, "How are they converted to It?" Decentralization is a
concept agreeable to most pastors. It lies somewhere within their heads, but not in
their souls. As long as the vision for a decentralized ministry remains closeted in the
mind it will not bum in the belly, which means that there will not be any real power.
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". . . the key to unlocking the New Reformation (decentralized ministry) is a
transformation of the pastor's posture" (Ogden 85).
Biblical Foundation
Three passages of scripture carry the weight of the decentralized theme: the
story of jethro and his rescue of his overworked son-in-law Moses (Exodus 18:13-
27), St. Paul's letter to the Epheslans where he describes the work of the ministry as
"equipping the saints for the work ofministry, for building up the body of
Christ . . ." (Epheslans. 4:12), and St. Peter's declaration that all believers
constitute the priesthood of God. "But you are a chosen race, a royal priesthood, a
holy nation, God's own people, that you may declare the wonderful deeds of him
who called you. . .
" (1 Peter 2:9). These passages offer a strong biblical mandate
to the pastor for releasing ministry into the hands of the laity.
A great hindrance to decentralization comes from the pastor's own
misapplication of key biblical texts that focus on the role of the pastor. Carl F.
George and Warren Bird write that pastors tend to "extrapolate the shepherd texts
(John 1 0:3 and 2 1 : 1 5) to mean that the Ideal pastor will know each parishioner
personally and be available whenever one of these sheep has a need. . . . But that. .
. may be applicable only to Christ, the only Chief Shepherd ( 1 Peter 5:4)." The
narrow image of the pastor as a shepherd is contrasted by the images St. Paul uses
to describe the pastor: "overseer (Acts 20:28, 1 Tim. 3:2, Titus 1 :7),
"leadership" (Romans 12:8), "administrator" (1 Corintiiians. 12:28). St. Paul,
however, uses the image of the shepherd only once (Epheslans. 4:1 1 ). But even
here the use of the Greek word poimen-shepherd suggests a person who feeds.
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which is just what the pastor does to equip a healthy decentralized congregation.
He or she feeds the flock so that they can perform the ministry that the Lord has
appointed to them. When we examine some of the New Testament stories it
becomes obvious that the role of the pastor was not to be that of a shepherd who
knew the intimate details of each individual lamb. In Luke 9 ]esus sends out the
twelve on a mission "with power and authority." Later, in chapter ten ]esus sends
out seventy of his followers on a mission, and these too are given authority by him.
In Acts 2:41, St. Peter could not possibly have taken care of all the personal and
spiritual needs of the 3,000 individuals who were converted after his Pentecost
sermon. Indeed, as the church grew it had to choose seven other disciples to help
shoulder the responsibility of the ministry (Acts 6:1 ).
Of jesus' own approach to ministry Perry and Shawchuck write,
Jesus structured His fledgling group so that every single
person had a significant ministry, and He set them free
to do it on their own. He always gave them His
support, but never His interference. When they made
mistakes or failed He did not take their ministry away.
Rather, He used their failures as opportunities to
prepare them for an even more effective ministry.
Pastors who teach the people to follow Christ's example
should do likewise, not only in his priestly and prophetic
role, but also regarding his ministry as manager and
leader. Pastor, set your people fi-ee to do their own
ministry. (142)
Theological Foundation
Belief in a decentralized ministry is not the product of radical theology. The
"priesthood of all believers" has been a part of the church from the beginning.
What the church has lacked is die courage to put tills kind of liberated dynamism
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into practice within its congregations. An orthodox expression ofministry is clear,
all Christians are called to serve. The Christian faith is not a spectator sport, and it
Is certainly not a profession. Each and every person who claims to be a disciple of
Christ Is to "go therefore and make disciples. . ." Oden in Pastoral Theology
writes.
The pastor had best not do anything that the body itself
could do. The pastor's primary task is to equip the
body, not try to do everything for the laity. It is pride
and an overweening need to control that causes the
pastor to attempt to do the work of the entire
congregation. Pastoral leadership consists principally in
learning how to empower, enable, and enrich the
leadership of others. (156-158)
One reason why the laity have been consistently thwarted in their attempt to
participate in the ministry of the church is the monopoly that the clergy hold In the
study and work of theology. The theology of the day tends to direct the church's
steps into the future, and without effective voices advocating for the interests of the
laity the power and authority of the clergy is over emphasized. The need for a
theology of the laity is particularly acute today as our world shifts into the twenty
first century. The post-modem world appears to be one where administrative
stmctures in all institutions will flatten out, creating a climate of interdependence as
opposed to Independence or hierarchy. Flattened administrative stmctures within
the church will require greater cooperation between the clergy and the laity. What
Is more, with the increase of the secular world here in America the church's mission
field in the twenty first century will be right outside the doors of the church. "The
West is, once again, a vast mission field" (Hunter 37). The primary missionaries
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will be the rank and file church membership. This being the case, there must be a
greater sensitivity for the dieological task of die lay person, which necessitates lay
people doing more of the work in formulating die church's theology. Mead writes.
In the age of Christendom, the work of theology
became more and more an enterprise of the academy
and its professionals and less and less relevant to
everyday life. Theology has become a classroom
exercise just when we need most to have it available to
guide us on the new mission frontier. In the new
ecclesia the primary theologians have to be the laity
because they are on the missionary frontier. Clergy and
theological faculties need to be retooled to become
resource persons to lay theologians. (56)
Once again, even in the work of theology, we return to the essential importance of
the clergy being converted to the necessity of decentralization. As long as the
clergy hold tightiy to the controls of the church the laity will be bound and fettered
in their attempts to respond through the church to the voice of God. Theology has
been called by some the headlights of the church. If this is so then most of our laity
are moving into the future in the dark, and without a clue as to what is coming their
way. "Ken Chafin observes that many secular people face the future with great
anxiety, because they perceive history as out of control" (Hunter 52). Greg
Ogden writes in his book The New Reformation. ". . . the key to unlocking the
New Reformation is the transformation of the pastor's posture" (85). Ogden goes
on to write,
A fundamental shift of the pastor's role is required vis-a
vis the people of God. If the ministry is 'for all who are
called to share in Christ's life,' then what is the pastor
supposed to do? The New Reformation creates a crisis
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of identity for tlie pastor tliat can be very unsetding.
(96)
I present tiie researcli on decentralizing control within the soul of the pastor
in a series of three connected principles.
Principle #1
The More Authority the Leader Gives Away. . .
the More Authority the Leader Is Given.
Just because the pastor has a vision for decentralized ministry does not mean
that the pastor is resigned to giving up authority.
Too often clergy hear the phrase 'May ministry" to mean getting the laity to
parish tedium rather than equipping them to do the ministry they feel called to do.
"Controllers make sure . . . church members serve in areas where they want them
to serve" (Easum 32). Lloyd Perry and Norman Shawchuck write, "Many clergy
fear that if the power of the laity increases, their own power will decrease. They
wish to control and direct the extent of lay involvement by giving assignments to the
laity rather than fully involving them in all phases of planning and decision-making. .
."(59), Deep down pastors are afraid that the whole idea of lay ministry is a threat
for losing power. "To suggest locating authority in individuals rather than
committees evokes thoughts of the 'p' word - power" (Easum 60).
A decentralized church must have "leaders who are secure enough to equip
others for ministry and then get out of their way and let them develop their
ministry" (Easum 54). Unfortunately, most pastors are not so secure. Many feel
too much of their own identity tied up in their office. They believe that to give
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away some of their authority is to surrender their own personhood. They want to
"be somebody/' which means that they must hoard as much power as possible.
George Bama writes, "Pastors of stagnant churches often reject the impulse to
delegate, largely because they fear It may diminish their own significance in the
church" (144).
Insecurity over power and identity is of course contrary to the Gospel
message. Identity is never secured by the power of position. Identity Is discovered
only In one's relationship with the Father. What is more, authority is given to those
who give it away. Bill Easum writes, "Authority comes from how a person serves
others"(67). The testimony of Scripture reflects this approach to authority.
You know that those who are supposed to rule over the
Gentiles lord It over them, and their great men exercise
authority over them. But it shall not be so among you;
but whoever would be great among you must be your
servant (Mark 10:42-3)
George Barna writes, "The pastor is ideally more of a defender of the vision and
dispenser of authority and encouragement than an operations manager"( 1 56). The
paradoxical truth of authority in the church is that authority grows as it is given
away to others, jesus' own ministry is the best example of this. He rose in stature
and authority in part because he shared his power and authority with his followers.
"And He called the twelve together and gave them power and authority over all
demons and to cure diseases, and he sent them out to preach. . (Luke 9: 1 -2)
Ordinary people were entrusted with extraordinary power, and as the authority of
the disciples grew, so grew the authority of jesus. When the seventy returned to
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]esus from the ministry he had sent them on they exclaimed, "Lord, even the
demons are subject to us in your name"{Lulce 1 0: 1 7)!
Dale Galloway writes in his book The Small Group Book.
If we pastors are not open to shared ministry because
we feel we must control all the ministries In our church,
we're not going to get very big because we'll never
grow any larger than our own arms can reach. In a real
sense, we must give up control of ministries in order to
break out of this restrictive box and release unlimited
growth in our churches. Simply put, if we aren't willing
to let go, we well never see that growth. (34)
Richard Foster, in his book Money. Sex, and Power, writes, "the ministry of
power is the common property of the people of God" (214).
Lao-Tsu, the great Chinese spiritual leader and philosopher describes the
effective leader this way:
A leader is best when people barely know he exists.
Not so good when people obey and acclaim him.
Worse when they despise him. But of a good leader
who talks littie, when his work is done, his aim fulfilled,
they will say, "We did it ourselves." (Perry/Shawchuck
61)
Principle #1
"It All Starts witii Vision"
Vision is not mysterious, neither is it fortune telling or soothsaying. A
visionary is not a person who sees into the future. A visionary is simply a person
able to see the present so clearly as to understand its implications for the future, and
who then walks with faitii into tiiat future.
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Unless the pastor receives the vision for a decentralized ministry, it is unlikely
to happen. "In every church with which I have consulted, the corporate vision of
the church Is tied to the personal vision of an individual. Most often that person is
the pastor" (Easum 82). Again, most pastors feel the need to be in control, and
so have a hard time trusting others. Rick Warren said in a lecture, "a pastor can
organize a congregation in two ways: for control or growth." A pastor cannot have
it both ways, which means that he/she is forced to make a decision. Bill Easum
writes, "In order to accomplish this type of ministry (decentralization) most church
leaders must go through a transformation or conversion" (73).
When pastors dream the dream of a twenty first century / post-modem
church they build them, but first pastors must receive the vision before they can be
brought to birth. "The process of transformation almost always begins with a
pastor" (Easum 1 42). Maxie Dunnam expressed it perfectiy during his Beeson
Lectures at Asbury Theological Seminary when he said, "If it doesn't happen to the
pastor, it won't happen through the pastor."
One of the primary reasons why so many churches are failing today is that
their pastors are unwilling or unable to take the Initiative and lead with vision for
ministry for and by the people. Here Bill Easum writes a particularly revealing
paragraph about the paralysis of many mainline pastors.
Often mainline pastors do not believe that the pastor
should have a vision much less seek to enthusiastically
share it with a congregation. As a result, many pastors
believe that they are not responsible to giving direction
or issuing a call to action. Their job is to simply care
for the fiock and enable them to do whatever they feel
Is the right thing to do. The problem is that this Is
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neither the example seen in scriptures nor Is it what lay
leadership desires in most congregations. Lay people
across the country are craving more leadership from
their pastors. They do not want dictators, but they do
want leaders who have a sense about the direction the
church ought to take. (15)
Leaders can take congregations only as far into the future as they have traveled
themselves. The decentralized church of the twenty first century must be built
inside the pastor first before it can be built within the hearts and minds of the
people. This requires that the pastor have the vision for a decentralized ministry.
Principle #3
"Decentralized Ministry Must Be Bom Inside the Pastor."
Loren Mead claims that "a new church is being bom" (87). The kind of
ministries that will be effective in the twenty first century's post-modem world are
now being dreamed. But before they can be built the vision for them must become
real inside the soul of the pastor. They must be bom. They must transform
themselves from the glimmer of light of the initial vision to a living reality inside the
heart and soul of the pastor. Many people dream dreams and see visions. A vision
requires no effort or sacrifice. Few allow the initial vision to gestate. Leaders allow
the vision to grow within them.
Paul Yonggi Cho writes in The Fourth Dimension. "What becomes pregnant
in your heart and mind Is going to come out in your circumstance" (31). Cho
describes this as his "law of incubation"(9). Robert Schuller calls it "possibility
thinking." The Bible describes it as "walking by faith and not by sight" (2
Corinthians. 5:7). The leaders who will advance the church to a dynamic ministry
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for the twenty first century will be those Individuals who are able to see die
implications of die present and allow tiiose implications to grow witiiin diem and to
give birtii to a new kind of church witiiin tiieir souls.
Part of leadership is serving as a change agent. Hybels, in the journal Next.
writes, ". . . one role tiiat will always fall on die leaders' shoulders is the role of
engineering change" (3). Effective pastors lead tiieir people into tiie promise of tiie
future. But pastors cannot take their people where they have not traveled
themselves. If pastors are to serve as change agents for die future tiiey must have a
deep inner conviction of where to go.
Our world is changing dramatically. Hunter, in his book Church for the
Unchurched, writes.
Modernity has not fulfilled most of Its promises, and so
the Enlightenment worldvlew has become increasingly
vulnerable. Many scholars In many fields have
concluded that our world is becoming postmodem.
The Enlightenment's teaching, which became the
intellectual foundations of the modem Westem world,
have been questioned or abandoned - leaving Westem
humanity without a consensus world view. (22)
Lenard Sweet claims that we are living on the edge of two epochs of history. In his
article. Transitions, he writes in Next,
The world in which you and I were prepared to minister
and to minister to is over. We are now functioning in
worlds that are either defunct, in mins, or not yet built,
and that is the challenge of postmodem ministry, a
ministry on the edge.
Green 29
As the post-modem world emerges, so too will Its ministry. But before any of this
can take place die vision for dils ministry will first be bom within the hearts and
souls of the church's leaders.
We understand enough about the emerging post-modem world to know that
die ministry in die twenty first century will be led by die laity. Langford and
Willimon write.
Nationally and intemationally, in politics and business,
health care and education, our culture is going through
a vast process of decentralization. Organizations that
previously functioned with power and decisions flowing
fi"om the top down are being broken apart. More
decisions are taking place at the grassroots.(3 1 )
The pastor who has the vision to see the signs of the times will make the obvious
connection tiiat we are moving into a dramatic shift in tiie life of tiie church where
it is no longer dominated by die clergy. In a post-modem world, where
relationships and significance take precedence over independence and success, the
initiative and involvement of the laity will be of utmost importance. Loren Mead
writes.
In the Church of Christendom, the clergy were assumed
to play the primary role in mission and ministry. In the
emerging church, the laity are the primary ones to cross
the missionary frontier and undertake the missionary
task. Thus, no one faces a greater change in the future
church than clergy.(53)
To lead people into the post-modem / decentralized world clergy must be willing to
be born into It. They must go furtiier than simply seeing a vision of it. It must
become alive in tiiem. Obviously, die spiritual implications of tills principle are
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enormous. The necessity of new birth is fundamental to Christian faitii. As Jesus
himseif said, "Unless a man be bom again he cannot see die kingdom of God,"
(John 3:3). The post-modem world Is ushering a new reality for ministry, and if
pastors are not bom into it they will never be able to live and grow within its
boundaries. Most pastors can see the light tiiat shines from visions of the future, but
few make the adjustments necessary to enter into die new world. These
adjustments are difficult, even wrenching, which is why most pastors are unable or
unwilling to endure them. Seeing tiie vision is one tiling, but allowing it to grow and
be bom is quite another.
Other Disciplines
I have drawn primarily from church growtii and leadership literature, but
now let us examine a broader spectmm of disciplines.
History
There is no church denomination that has a more glorious history for
empowering laity dian die United Methodist Church. Metiiodism began as a lay
movement. But before it could take root, John and Charles Wesley first had to
undergo changes in their beliefs and attitudes. The Wesley brothers were Anglican
priests who reverenced the traditions of their church. The Idea of decentralizing the
control of the church and putting ministries such as preaching and teaching Into the
care of the laity was at first repugnant to them, John Maxwell was Methodism's
first lay preacher. He was an early convert in the movement. In 1 742, while
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meeting in tlie Foundry society during Wesley's absence, he was moved from
praying to preaching.
... his sermons being accompanied with such power,
that numbers were made penitent and were converted.
Wesley, hearing of this irregularity, hurried back to
London, for the purpose of stopping it. His mother
(Suzanna), however, said: "John, take care what you do
with respect to that young man, for he is as surely
called of God to preach, as you are."(369)
The Wesley brothers had to make a lot of intemal adjustments in their
thinking and believing to accommodate the Holy Spirit as it moved into and through
the English lay people. The Wesley brothers stmggled to keep up with the Spirit.
They certainly were not in control of it, and it became obvious to them that the
ministry of Christ was not reserved for a special class of ministers. If the needs of
their people were to be met they had to make the changes necessary to free them
to minister. Loren Mead writes, "As the Christendom Paradigm collapsed, a
widespread need for better formation of the laity in the faith thus became
increasingly clear. Wesley's genius invented the class meeting for adult training, in
discipleship. To this day, no better model of lay formation has been invented."
(49) Today's church faces much the same challenge, particularly among the clergy.
They must undergo the same intemal adjustments the Wesleys did for letting go of
control and retuming the ministry to the care of the laity.
The whole notion of a lay ministry, however, is a recent phenomenon. The
movement has built momentum during the second half of the twentieth century,
one that has attempted to hearken the church back to Its most primitive roots.
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Hunter observes, "\t is . . . more important to recover die apostolate of die laity
than the apostolate of the clergy. Christianity first made an impact on the Roman
Empire as the lay religious movement"(l 1 3). For die past 1,700 years the West
has been living under the umbrella of Christendom, and during that time it was hard
to distinguish the difference between "citizen" and "Christian". To be a citizen of a
Westem culture was to be a Christian, which is no longer the case. The "Christian
world" as we know it In the West is rapidly breaking down. Indeed, the church in
Europe is in utter mins. But considering the sweep of the church's history, this
recent interest in lay ministry and the decentralization of ministry is a new twist on
an ancient theme and its impact has yet to be fully registered. Of this Mead writes,
"In spite of its familiarity to us, the ministry of the laity is very new in the church. I
have found not one use of the phrase prior to the late 1 930's. The first great book
about It in English was Hendrik Kraemer's Theology of the Laitv written in 1958"
(24).
We live In exciting times in the church where we are able to not only
participate in but can shape the church of the twenty first century. What a
privilege!
Philosophy
Whether or not a pastor will be able to decentralize control all depends upon
his or her philosophy of ministry. If the philosophy of ministry is that the pastor
should know everyone and everything in the parish then there Is little hope that the
pastor will be able to let go of the controls of the church. All decisions and ministry
opportunities will bottleneck in the pastor's office. The key words that hold the
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pastor to this Icind of a philosophy ofministry are "trust" and "autiiority."
Essentially, this kind of pastor cannot trust anyone else widi authority to do the
work of ministry. They cannot believe that anyone else can take care of people as
well as tiiey can. A great deal of conceit and insecurity lurks in tills philosophy of
ministry and to overcome it requires a spiritual journey through die neurotic
corridors of die pastor's soul. Unfortunately, many pastors are unwilling to make
this journey.
In his book Your Church Can Grow. Peter Wagner writes, "The optimum
size of each church depends primarily on its philosophy of ministry" (92). How die
ministry is modeled by the pastor impacts the ministry of the congregation. If the
pastor is a control freak the congregation will hesitate to do anything lest It be
wrong or Inappropriate, and If church members do not feel the permission to do
anything then the church will have to live off the energy that the pastor alone can
generate. It all boils down to a philosophical decision that must be made within the
soul of the pastor. He or she will decide consciously or unconsciously to serve as
the shepherd of a few or the rancher of many. To grow a church past 200 the
pastor must be willing to decentralize the ministry, which will mean to "delegate
both authority and responsibility. That often includes the authority to make a
decision he/she (the pastor) might not wholeheartedly endorse. The slogan M trust
the people' must replace the desire 'to be in every decision '"(Towns 211).
Five reasons bar pastors from changing their philosophy of ministry from that
of control to that of decentralization: ignorance, lack of vision, personality,
scriptural hermeneutic, and guilt. Let me address each of these individually.
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First, some pastors are ignorant of tiieir need to be in control. Were they to
be confi-onted with this issue they would be surprised. They perceive themselves as
warm and loving Individuals motivated by the best interests of others.
Unfortunately, what they do not understand is that they insist on loving people in
the way that conforms to their understanding of proper care, and they will not allow
anyone to step outside the boundaries of their understanding of care. In the end
their approach to ministry boils down to die philosophy that "it's my way or the
highway".
Second, some pastors do not see the importance of changing their
philosophy because they do not see the need to grow. Larry Richards reported in a
survey he took that "less than half of the pastors give high priority to planning and
implementing church growth" (Wagner 44). Some pastors do not see the need to
decentralize because decentralization Is all about spiritual and numerical growth, and
they are making no plans to grow. Because they are not planning for it one can
only conclude that they must not believe it to be a priority.
Third, the pastor's basic personality does not permit him/herself to change a
philosophy of ministry easily. Some people have a difficult time trusting other
people with authority. Peter Wagner offers five reasons for this:
1 . They believe the subordinates are not able to handle the assignment.
2. They fear competition from subordinates.
3. They fear losing recognition.
4. They fear their weaknesses will be exposed.
5. They feel they won't have the time to turn over the work and provide the
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necessary training. (57-58)
Notice that most of these reasons have to do with fear. Such fear suggests the
necessity for the pastor to be converted to the idea of decentralization. Only
"perfect love casts out fear." ( 1 John 4: 1 8) Ultimately letting go of control boils
down to a spiritual Issue.
Fourth, the pastor who hold the reins of control tightiy misunderstands
his/her philosophy of ministry to be the biblically correct one. They narrowly
interpret ]esus' words in John 1 0, "The sheep hears his voice; and he calls his own
sheep by name." They believe that the only biblically correct model for the
pastoral role is that of the shepherd, which is just not true.
FIfdi, pastors do not change their philosophy of ministry because of guilt.
Some pastors have what might be called an excessive sense of guilt and
responsibility. They believe that they must be present for any and all emergencies,
and that they should do this and should do that. In effect they "should all over
themselves" rather than decentralize and delegate.
Behavior
Part of the challenge of decentralizing control and ministry of the church is
breaking the momentum of long established behaviors. A certain flow of ministry
exists with which many pastors get comfortable; a groove that soon turns Into a rut.
Some pastors may agree with the principle of decentralization, but find It devilishly
difficult to put into effect because of their reluctance or inability to change their
behavior. During the past thirty years the clergy have already had to endure
tremendous amounts of stress due to change. Their positions as esteemed leaders
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within the community has been demoted. No longer are they their community's
most trusted person. They now endure a fair amount of suspicion and cynicism.
They have fallen from being in a high status/low stress occupation to that of low
status/high stress. Having experienced all this change, they are no doubt leery of
any more changes. Of this Mead writes.
No one faces a greater change in the future church than
clergy. In the past four decades they have already
experienced more change than they expected. From
being a high-status/low-stress profession the clergy has
become a low-status/high-stress profession. In the next
generation we must produce clergy who can support the
ministry of others and train them, rather than act out of
a need to control their ministries. They must be single-
minded In commitment to building up and equipping
the people of God for their new mission in the new age.
(53-54)
The same can be said for the laity. Many are accustomed to the pastor
shouldering most of the church's ministry load, and may not know just how to get
started in ministry. They may also be shy about accepting the weight of
responsibility.
I have concluded that it is humanly impossible to break a long established
momentum in ministry. It requires divine intervention, which Is why I say that a
pastor must be "converted" to the Idea and practice of decentralization in the
church. Without this divine intervention there are too many forces at work to keep
the pastor and the congregation in their behavioral rut.
We are in the middle of a grand shift of epochs in the life of the
church. Christendom is dying in America, and is already dead in Europe.
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Meanwhile, the church is exploding all over the third world, igniting wild fires of the
Spirit, enflaming the hearts of ordinary citizens, and transforming them into extra
ordinary disciples of Christ This movement cannot be controlled, any more than
the early Mediodist movement could be controlled by die Wesleys, or the Azusa
revival could be controlled by the established denominations of the early twentieth
century. But the calling of the clergy is not to control the fire of the Spirit, but is to
learn how to cooperate with It Some of our older and more established structures
within die church are breaking apart. This can be interpreted as general decay or as
a prelude to greater spiritual dynamism. Clearly there are signs that the Westem
world is ripe for a new effusion of the Spirit The influence of the enlightenment is
on its way out A world view based on such assumptions as:
1 . Nature is self contained and self explanatory
2. Morality Is based on reason rather than any objective values
3. Progress is inevitable
4. Knowledge is good
is on its way out Rank and file Americans are quickly coming to the conclusion
that diere is more to die world tiian what they can see, hear, feel, taste, and touch.
The result of all this is that the Westem world is more open to spiritual
things. What is essential to note here, however, is that their pathway into the
Christian faith is unlikely to be through the efforts of an ordained clergy person.
Studies show that individuals come to Christ almost exclusively through the ministry
of friends and relatives. Matiiison writes.
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The church grows because people Invite people to visit
and become a part of the Church. The bottom line for
church growth is that God uses people to bring people.
People who are finding deep satisfaction in their
meaningful ministry are excited and inviting other
people. ( 1 )
In his book, The Master's Plan for Making Disciples. Win Am published a survey
conducted by the Institute of American Church Growth in Pasadena, Califomia, on
why people come to Christ. The following figures show the percentages of how
people came to faith in Christ:
Special need 1 -2%
Walk-in at church 2-3%
Pastor 5-6%
Visitation 1-2%
Sunday school 4-5%
Evangelistic cmsade 1 %
Church program 2-3%
Friend/relative 75-90%
(43)
Even If this survey had a fifty percent margin of error it would still be enough to
convince most reasonable people that evangelism In today's world in being done by
the laity rather than the clergy (when it is being done). One can only conclude that
the decentralization of the church is an absolute necessity if the church Is to win
people for Christ.
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That people are coming to church through the outreach of the laity Is both
good and bad news for the local pastor. People are obviously open to the ministry
of the Christian gospel, which is good news. Secular people are receptive to
spiritual things, though less from the ministry of an ordained clergy person. They
want to hear expressions of faith and hope from people they know and trust. The
pastor must again become a spiritual leader. They must abandon therapeutic
models, social work models, and business models, and become the "person of
Christ" in their community.
The bad news for the pastor is that they will have to undergo severe changes
as this new epoch evolves. The direction of these changes is not always clear. The
church is currentiy in the midst of a huge transformation, which creates both anxiety
and uncertainty. Pastors who wish to engage in a dynamic ministry must change
their orientation about what they do and how they do it. Those who now lead
dynamic churches do not understand themselves to be the leader of an institution
but the leader of a movement. The focus is not on trying to control what the Spirit
does through their people. Instead they try to stay attuned to the Spirit's
leadership, and do their best to equip the saints of their churches for the work of
ministry, for building up the body of Christ.
The Practice of the Spiritual Disciplines
The big question is how can pastors who feel the need to be in control finally
let go of the church's ministry and hand it over to the laity? This is not a matter of
cognitive information, but of spiritual formation, a matter of trust.
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Pastors have more than enough Information available to them about the value
of decentralized ministry. Nevertheless, they face the same old batde of any
spiritual enterprise. They know die right thing to do, but they just do not do it.
Here the words of St. Paul are appropriate, "\ do not understand my own actions.
For I do not do what I want, but I do the very thing I hate" (Romans 7: 1 5). Just
because a pastor knows that placing the ministry into the hands of the laity is the
right thing to do for church health and growth does not mean that it will be done.
Right information and right action do not enjoy a cause and effect relationship in the
human psyche. The soul of the pastor needs to be converted not only to the belief
in, but also to the practice of, decentralized ministry. The pastor's soul needs to be
transformed into one that can trust others with the responsibilities of ministry. The
pastor's faith must be regenerated so that he/she can let go of ministry and entrust
it into the hands of the laity. Lindgren and Shawchuck make the following
observation about pastors:
. . . clergy need help In letting go, and some want such
help -both in understanding themselves, and in
developing way In which they can change to accept and
enable laity to join them in the church's ministry. (15)
Where are the clergy to get such help in order for this conversion to take place?
There is, of course, only one way that a soul can be transformed, and that is
through the miraculous activity and power of God.
God works in many ways to change the hearts and souls of men and women.
He is humble enough, however, to limit his activity to our own willingness to
cooperate. God does not barge into our lives and Insist on his own way. He grants
Green 41
us the freedom to choose for ourselves. If we are unwilling to cooperate, God
allows us to rot in our own choice. God will convert and transform us only if and
when we are willing to cooperate. To choose to cooperate with God is not a
mysterious event. It is a deliberate choice of the will. Like anything that has to do
with the will, this choice involves discipline. John Wesley once noted an ancient
wisdom of the early church, "The soul and the body make a man; and the spirit and
discipline make him a Christian" (Dunnam, Way 115).
Jesus observed that we must all enter the Kingdom of God through the hard
way and the narrow gate. "Enter by the narrow gate; for the gate is narrow and the
way is hard that leads to life, and those who find it a few" (Matthew 7: 1 3-14).
Trusting the Spirit is the hard and narrow way of discipline. It is not
discipline for discipline sake. Spiritual disciplines enable our souls to surrender
control to God and conform to God's image and likeness. Dunnam writes, "We
surrender to God and find release from the myth of power which contaminates all
of life" (Whole 54). The disciplines (prayer, reading Scripture, solitude, fasting,
confession, etc.) tune our hearts and open our souls to the ministry of God. They
make it possible for us to shut out the noise of the world, move past our false selves,
and listen for the still small voice of God. Dunnam writes.
There is in life a broad and easy way. Most of us take
that way most of the time. The end is destruction.
There Is a narrow and hard way. Some, too few, take
that way. Following the narrow, hard way leads to life.
The difference between these two ways is that of the
undisciplined life and the disciplined life. (Workbook 7)
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Spiritual disciplines conform one's heart and soul to the image of God, and in
so doing we learn to trust him more and more. Through them we work past all the
resistance that comes from our desire to befriend the world, and to become the
person that God created us to be. Foster observes:
God has given us the disciplines of the spiritual life as a
means of receiving His grace. The disciplines allow us
to place ourselves before God so that he can transform
us. ( 1 ) The purpose of the disciplines is liberation
from the stifling slavery to self-interest and fear. (2)
The need to control is deeply rooted in our fears and self-interest. We are afraid
that unless we do what needs to be done ourselves that it will not be done correctly.
. . the way that we think it should be done. Practicing the spiritual disciplines helps
remind us of who is ultimately in control of the world, and whose standard is most
important.
For pastors to make the change from ministry focused on themselves to one
that is decentralized requires a conversion that takes time and deliberate effort.
Lindgren and Shawchuck observe:
. . . changes take time and are more effective when moved into
gradually. (49) The authors' experience suggest that major changes in
leadership style and the accompanying membership response will take
from eighteen to thirty-six months. (50)
To sustain consistent change over such a long period of time requires a
discipline that most of us do not have. The distractions of the world and of the
parish itself are more than most pastors can resist. Here again, the practice of
spiritual disciplines can provide us widi bodi power to resist the temptations and a
place of refuge and restoration. Nouwen writes.
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Precisely because our secular milieu offers us so few
spiritual disciplines, we have to develop our own.
Without such a desert we will lose our own soul while
preaching the gospel to others. But with such a spiritual
abode, we will become increasingly conformed to him
in whose Name we minister. (30-3 1 )
The transformation necessary will not depend on any new technique or "how
to" program. Instead a faith that yields trust needs to be bom in the pastor's soul.
It is a spiritual process, not an educational course of study or programmatic
readjustment. This process is best nurtured in a pastor's soul through the practice
of the spiritual disciplines. For the purposes of this study I have chosen to focus on
three disciplines: prayer, the reading of scripture, and solitude.
Prayer
Prayer is a foundational spiritual discipline, the most direct way of
communicating with God. To honestiy communicate with someone is to open
oneself to their message. Bemardin writes, "Intimacy (in prayer) involves
willingness to let others become a part of, and an influence on, my life. Then my
life and my decisions are not simply my own" (44). This is not what a control
personality is comfortable with, which is one reason why so many pastors do not
pray. Nouwen writes.
Very few ministers will deny that prayer is important.
They will not even deny that prayer is the most
important dimension of their lives. But the fact is that
most ministers pray very littie or not at all. They realize
that they should not forget to pray, that they should
take time to pray, and that prayer should be a priority
in their lives. But all these "shoulds" do not have the
power to carry them over the enormous obstacle of
their activism. (71)
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To pray yields us to God's greater presence wliere we are vulnerable. It
places before him both the circumstances of our lives and our very personalities to
his discretion. If we take prayer seriously it will change us. Foster writes, "To pray
is to change. Prayer Is the central avenue God uses to transform us" (30).
Often prayer is confused with talking to God about our laundry list of needs
and wants, which is not real communication or communion. God becomes the
source of our supply, but not the source of our being. This kind of prayer
discourages any kind of discipline. It is an expression of our compulsions run amuck
and does not encourage trust. We neither hear or yield to God's initiative. Instead,
we set the agenda and demand the dispatch of God's power. We remain In control.
This is not real prayer. It is the vain and selfish expression of our need for control.
Christian prayer is modeled by jesus, who teaches us to pray by sharing the
Lord's Prayer. This prayer attacks the root of our compulsion for control. "Thy
Kingdom come. Thy will be done." To pray this prayer is to surrender control to
God. It Is not to assert our selfish and fearful wills before the heavenly Father, but
to yield them to his greater power and wisdom.
When we pray we learn trust, for in It we are vulnerable. Nothing is hidden
from God's scrutiny, nor do we control of the conversation. Instead we yield to
God's greater presence. We expose ourselves to God and take the courage to trust
him.
Prayer also builds trust as we confront the silence that so often greets us in
prayer. To pray is to trust that there is a listening ear on the other side of silence.
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one that not only listens, but that will respond. Here is where the discipline of
prayer must be practiced. When the heavens seem as brass, and the darkness seems
to swallow our pleas, then the raw spiritual discipline of prayer keeps our heavenly
conversation moving forward. The discipline of prayer keeps us knocking on
heaven's gate and thirsting for God's refreshing presence.
The discipline of prayer prepares us for letting go of all the false securities
upon which we build our lives. As we grow more and more comfortable trusting
God we push ourselves away from the many compulsions that drive us to grasp for
control. Prayer helps us trust that God Is nearer to us than our right hand is to our
sides, and that God will be active in our lives regardless whether we sense his
presence or not. What is more, prayer helps us trust God's activity in the lives of
others. No longer do we need to feel left alone with the responsibility for ministry.
By recognizing God's presence in the hearts and souls of others, we can entrust
ministry Into the hands of others. Nouwen writes,
... we will need a serious discipline to come to a
prayer of the heart in which we can listen to the
guidance of Him who prays in us. The great emphasis
on prayer in ministry is not meant as an incentive to be
less involved with people or to leave untouched our
society with its many struggles. Prayer as understood by
the hesychasts help us to discern which of our
ministerial activities are indeed for the glory of God and
which are primarily for the glory of our unconverted
ego. (90)
Reading Scripture
People who need control usually have a hard time with authority. The only
authority they trust is themselves. For tills reason many clergy have a difficult time
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reading Scripture as a spiritual discipline. Tliey may read a great deal of Scripture
to prepare for sermons and Bible studies, but diey go througii long stretches of time
without ever picking up the Bible to read as an authoritative word in their own lives.
Instead, the Bible is an authority that they wield to solidify their own authority and
control.
Scripture is a living word that must be read regularly if it is to live within us.
What is more, it is an authority to which we must yield if its promises are to yield
fruit. Dunnam writes, "No discipline is more crucial for Christians than Immersing
ourselves in scripture. No discipline provides more power and direction for spiritual
growth than scripture" (Workbook 21).
The life of the spirit is not about amassing information. Our society is
soaked with a deluge of information. Evidence suggests people are beginning to
rebel against the flood of information they are expected to absorb, for they are
concluding that information alone does not yield life. Indeed, the experience of the
twentieth century suggests information leads as much to death as to life. Grenz
writes, "Post-Modernism likewise entails a rejection of the emphasis on rational
discovery through the scientiflc method, which provided the intellectual foundation
for the modem attempt to constmct a better world"( 12). The discipline of
reading Scripture is not an attempt to transform oneself via religious information.
Rather it is the formation of a living word within us. It transcends the purely
rational In favor of the mystical. It Is not an effort to control the Scripture, but to
experience yielding to the Scripture in an attitude of tmst. Mulhoiland writes.
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Your top priority is to listen for God. By adopting this
posture toward the text you will begin the process of
reversing the learning mode that establishes you as the
controlling power who seeks to master a body of
information. Instead, you will begin to allow the text to
become an instrument of God's control in your life.
(22)
To yield to the living word of the scripture is to acknowledge God's supreme
wisdom in the affairs of the world. It is to recognize that God knows more about
the affairs of our lives than we do, which is a necessary step in learning how to trust.
As long as we insist on being the final authority and believing that we know what is
best, then we will never enjoy the benefits of trusting others. The discipline of
reading Scripture helps break us out of the circular thinking we tend to fall into.
Like lost children circling in the woods, so our lost thinking tends to circle around
the same old patterns that control us again and again. To read Scripture is to learn
that God can be trusted, and that his word is as true today as when it was written.
To see ourselves In the light of Scripture is to see ourselves more clearly than
is possible from any other reflection. A controlling pastor is never able to see him
or herself as controlling, but through the revelation of Scripture a pastor is able to
be set free by the truth. Dunnam writes, "We are transformed by the renewal of our
minds. We are what we think. So study is a necessary discipline for spiritual
growdi" (Workbook 16).
Solitude
Pastors who need to be in control are rarely able to retreat and leave the
concerns of the parish behind. Their hands must constantly be upon the pulpit of
the church. They delude themselves into believing the church cannot function
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without them. The real truth is, however, that they cannot function without the
church. They have a co-dependent relationship with it. They believe that they are
the ones holding up the church, when in reality it is the church that is holding them
up. For this reason the discipline of solitude is necessary. Nouwen observes.
Solitude is the furnace of transformation. Without
solitude we remain victims of our society and continue
to be entangled In the illusions of the false self. It is the
place of conversion, the place where the old self dies
and the new self is bom, the place where the emergence
of the new man and the new woman occurs. (25-26)
In solitude pastors come to realize that the only indispensable person in the
church and in their own lives is ]esus Christ himself. Pastors must regularly retreat
from the church, not to get away from it all, but to get closer to him who is the
source of it all. Additionally, the pastor must regularly retreat as a symbolic act of
handing the care and control of the parish over to the Lord, tmsting that he knows
better what to do in the church than the pastor does.
Solitude is also an excellent exercise in letting go of control and tmsting
others. Dunnam writes.
One of the fmlts of solitude is a sharpened sensitivity to
and solidarity with persons. In solitude and silence
there comes a new freedom to be with people. We gain
a capacity for a new attentiveness to the needs of
others, a new responsiveness to their hearts. (Workbook
122)
To retreat into solitude necessitates the handing over of ministry to others. Indeed,
if one is unable to tmst others with the ministry of the church then one will never
practice the discipline of solitude, which is the biggest reason why so few pastors do
so.
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Another way that solitude builds trust is diat it requires diat die pastor to
trust that God will meet him/her in solitude. To go off to a lonely place to be alone
widi God is to believe that God will himself be there. What is more, genuine
solitude does not attempt to control the agenda of the retreat. Rather, it trusts that
God will help the pastor deal with whatever is most important in their lives.
Conclusion
Pastors are men and women who tend to feel a great need for control in
tiieir lives. They express this control by micro-managing tiie affairs of the church,
which inevitably puts a choke hold on the life of tiie congregation. Pastors do tills
because they tend to over-function. They want to make sure that the ministry of
the church is carried out properly, so they do it diemselves. They find it difficult to
trust the laity with the ministry of the church.
The answer for overcoming the need to control is a spiritual one. It is
learning how to trust others. This trust requires that a vision be bom in the pastor's
soul, which occurs most predictably when the pastor practices the spiritual
disciplines. Maxie Dunnam observes, "We may be converted to Christ in the
miracle of the moment, but becoming a saint is the task of a lifetime. We grow by
discipline" (Workbook 8).
It should be added here that the practice of spiritual discipline is one of the
hallmarks ofMethodism's approach to Christianity. The earliest Methodists were so
called because they took a methodical approach to the Christian life, which
primarily involved the practice of spiritual disciplines. In his book The Christian
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Way Maxie Dunnam writes about tlie Metliodist tradition involving the spiritual
disciplines.
We have to deliberately choose to discipline ourselves.
That was one of Wesley's primary concerns, and it was
a distinctive emphasis of the early Wesleyan movement.
It is one of the marl<s of a Wesleyan style - deliberately
choosing discipline. (114-115)
Chapter 2 reviewed the literature on leadership principles and spiritual
discipline, but littie is written about their relationship. It Is easy to conjecture that a
relationship exists, but hard evidence is needed, which brings us to Chapter Three
and the researcher-designed instrument.
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CHAPTER 3
Design of tlie Study
Tlie Problem and Purpose
Cliurclies grow or stagnate on die basis of pastoral leadership. When
pastors equip laity for leadership and entrust ministry into their hands, studies
show that congregations grow. However, those pastors who feel the need to
control and who cannot withstand the necessary chaos that accompanies any
lively environment will be unable to lead any sustained growth. William
Faulkner observed.
That which is destroying the Church Is not the outward groping
of those within it or the inward groping of those without, but
the professionals who control it and have removed the bells
from its steeples. (This Is Christianity 95)
Where there is fire there must be wildfire, but many pastors cannot
tolerate the unpredictability of wildfire in their congregation, so in the name
of order and in the spirit of control they douse the fire to contain the
wildfire.
Many churches are so afraid of wildfire, that they spend
all their time putting out every little campfire that'll
warm up the church! If you are the pastor, let others
make some of the mistakes! Don't insist on making
them all yourself. You bring out the best in people by
giving them a challenge, giving them control, and giving
diem credit. (Warren 388)
Part of the modem tragedy is that so much is being written about
liberation and yet most pastors are unable to free themselves of their
desperate need to control.
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. . . Jesus completely redefined leadership and
rearranged the lines of authority. The authority of
which He spoke was not an authority to. . . control.
(Foster 111)
People respond to responsibility. They thrive and grow
when you trust diem. (Warren 388)
How Is it that some pastors are free from the need to control and are
able to give it to die laity? I believe diat it has to do with the nature and
practice of their faith as expressed in their spiritual disciplines.
As pastors grow in faith and in relationship with Christ, tiiey become more
secure in who they are and are in turn freer to give audiority and power to others.
No longer is a pastor's power based on position or production, but on his or her
person. Ironically, the more power leaders give away, the more power is returned
to them. Said another way, power shared is power enhanced. In his book
Developing The Leaders Around You. John Maxwell writes, "Truly die bottom line
on developing die leaders around you is that it increases your influence" ( 1 95).
At first look this Is a counter-intuitive notion, one that requires faith
to see and accept. Without the ability to believe In others one will rarely
share power willingly. But when one's faith enables one to see that power
multiplies when It is shared, then the capacity to give power away is
multiplied exponentially.
The real question is. Am I ready to give up power?
The only people who can empower others are people
who easily give up power. And I can give up power
easily only when I realize there is an unlimited supply
available to me. (Maxwell, Potential 27)
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Jesus was pointing to this wlien lie said diings lilce: "Blessed are die meek, for diey
shall inherit die eardi" (Matdiew 5:5). Those who are humble enough to share
power are those who are likely to have power entrusted to them. People return
power to those with whom they feel safe, and to those who hold the Interests of
others along side their own.
Faith enables people to accept the counter-intuitive trudi diat power
shared is power multiplied. Without tiie faith to believe in the principle of
sharing and multiplying power, the natural tendency is to cling to power to
maintain control. This is the unfortunate end for most pastors and churches
in America today. They prefer to cling to die security of the known ratiier
than risk a leap of faith.
One may assume that the character of a pastor's faith has a significant
impact upon the way a congregation's ministry is carried out. After all, the
Scripture Is clear; faith and works (ministry) are inextricably connected.
"Faith without deeds is useless" (James 2:20). The depth and breath of
pastors' faith will reflect itself in what they do in their ministry, particularly in
the practice of leadership style.
This relationship between faith and leadership style appears in the
pastor's capacity to trust parishioners. Pastors who are led by their faith have
a larger capacity for belief. Belief leads to trust, and trust is the basis for
giving ministry away to the laity. Unforojnately, the majority of clergy do
not trust the laity to do ministry as well as they can. As a consequence they
hold on to It, wanting to make sure that it gets done right Conversely, most
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clergy who are leading dieir churches to growth do have the capacity to trust
others. Such trust makes it possible for them to release ministry into the
hands of the laity, which multiplies the church's ministry many times over.
Entrusting ministry into the hands of the laity impacts the health and
dynamism of the congregation, which leads to church growth.
The chain of reasoning for my argument, therefore, flows thus: Faith
leads to trust, which leads to an ability to trust others with the ministry of the
church, which results in growth. Using this rationale, it is easy to see how
faith, decentralized ministry, and church growth are all connected.
But can this hypothesis be verified? To do it requires measurement
of three things: the pastor's faith, the pastor's practice of decentralized
ministry, and the church's growth. The practice of a decentralized ministry
and church growth are measured easily enough, but not faith. It is
impossible to measure a pastor's faith by any objective standard. How then
are we to verify the hypothesis that faith, decentralized ministry, and church
growth are all related?
Faith may not be objectively measurable, but it is possible to measure
certain expressions of faith, such as the practice of the spiritual disciplines
(i.e. - prayer, reading Scripture, and the practice of solitude). Both Scripture
and the witness of church history make it clear that maturity and depth in
faith are developed by exercising the spiritual disciplines.
God has given us the Disciplines of the spiritual life as a
means of receiving His grace. The Disciplines allow us
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to place ourselves before God so that He can transform
us. (Foster 6)
... the basic techniques (spiritual disciplines). . . are
alone sufficient to enable the practitioner of discipline to
evolve to spiritually higher levels. (Peck 77)
he who sows to the Spirit will from the Spirit reap. . .
(Galatians 6:8).
The deeper one's faith is, the more regularly a person engages in these
spiritual disciplines. The classical disciplines of the spiritual life call us to
move beyond surface living into the depths (Foster 1 ). It may not be
possible to measure faith direcdy, but It is possible to measure the exercise of
spiritual disciplines, whose practice are an excellent measure of depth and
maturity in faith.
This study assumes that just as a correlation exists between faith,
trust, and the ability to give ministry away, so there is a correlation between
a pastor's practice of the spiritual disciplines and the ability to give the
ministry away. Those pastors who do not experience the compulsion to be
in control and who have the quality of faith that enables them to trust others,
have a depth and maturity of faith that is likely to be reflected In the regular
exercise of the spiritual disciplines. To give ministry away to the laity
requires more from a pastor than simply knowing the principles of
decentralization. Pastors can know these principles and can know that they
lead to church growth, but this does not mean that they will practice them.
Indeed, most do not.
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Creating a climate for potential leaders also requires a
leader to pay a price. It begins with personal growth.
The leader must examine himself, ask himself the hard
questions. . . . There are few ideal settings for the
disciplines of growth. (Maxwell, Around 3 1 )
Herein lies die central problem that is the genesis for tills entire study.
Pastors across America know and accept the fact tiiat a church grows when
its ministry is decentralized by equipping the laity for a ministry of their own.
But in spite of almost universal acceptance of this principle, most clergy
strangle church growtii by clinging desperately to control in tiieir parishes. In
order to address the problem, tills study dedicates itself to investigating
whether there is Indeed a correlation between the practice of spiritual
disciplines and the ability to give ministry away and decentralize. Pastors
who can let go of control and decentralize their ministry exhibit a trusting
quality which has more to do with their spiritual formation than with any
Information he or she may have.
The purpose of the study, therefore, is to examine the relationship
between pastoral orientation to decentralized ministry and the practice of
spiritual disciplines to church growth.
Research Questions
In order to determine the relationship between a pastor's ability to
decentralize and his or her practice of spiritual disciplines with church growth, three
research questions are addressed:
1 . What is the relationship of the pastor's orientation to sharing power
(decentralization) and church growth?
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2. What is the relationship of the pastor's practice of selected spiritual
disciplines (prayer, reading scripture, and solitude) and church growth?
3. What is the relationship between the pastor's practice of selected spiritual
disciplines and his/her ability to share power and decentralize their ministry?
Population and Sample
The population for this study is taken from a cross-section of pastors from
the Florida Annual Conference of the United Methodist Church. They consist of
the forty six. members of the West Palm Beach District. I have chosen this cross-
section for several reasons. First, they are a representative group of large and small
church pastors in varying degrees of growth and decline. Second, they are a
representative group demographically with respect to age, sex, years of experience,
and theological orientation. Third, all forty six are easily accessible to me by phone,
not requiring a long distance call to contact them should the need arise. Fourth, it
Is easier and cheaper to work with them. I am able to communicate with them
through the district news letter and at district meetings, which facilitates preparing
them to fill out the survey instrument. Finally, I am able to share the fruits of the
study with these colleagues more easily.
I secured the names, addresses, and telephone numbers from the district
superintendent.
The study involves two comparison groups. The first group are my
classmates In the Beeson Scholars class of '95-'96. I involved these ten men
because I knew for certain that tiiey had been taught the principles for
decentralized ministry. Each of them is serving as a pastor in churches that are
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growing. I also Icnow my classmates in the Beeson Scholars Program were taught the
importance of the spiritual disciplines for personal and corporate well being. These
pastors serve as a comparison group revealing just how much education and spiritual
nurture have to do widi leadership style.
A second comparison group are the pastors from the Florida Annual
Conference of the United Methodist Church whose churches recorded more than
20 percent growth in 1 996. Given die dynamic nature of their church's growth I
presumed diat dieir leadership style would reflect a decentralization emphasis.
Instrumentation
This study employs a correctional study in the descriptive mode. The
researcher-designed instrument is a survey that was handed out to the pastors
of the West Palm Beach District, consisting of a series of twelve statements
divided into two basic categories: leadership style and spiritual disciplines.
They are designed to collect data for answering each of the three research
questions.
The first set of six statements focus on the pastor's habits for
practicing the spiritual disciplines of prayer, reading Scripture (apart from
sermon preparation), and solitude. Prayer and reading Scripture are chosen
for obvious reasons. They are foundational disciplines.
A leader's ability to change and lead others through the
change process comes from having a "changeless core."
As a Christian leader, that changeless core comes
through meditating on God's Word. . . (Net Fax, Jan.
20tii, 1997, Leadership Network)
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Solitude was chosen because it relates to surrendering control. "One reason we
can hardly bear to remain silent is that it makes us feel so helpless. We are so
accustomed to relying upon words to manage and control others" (Foster 88). To
practice solitude one must retreat, which necessitates letting go of parish concerns
and responsibilities for a period of time. The assumption is that only those pastors
who are comfortable with trusting others with the ministry of the church are capable
of practicing solitude, "if we are silent who will take control? God will take
control; but we will never let Him take control until we trust Him. Silence is
intimately related to trust" (Foster 88).
The second set of six statements focus on the pastor's investment in
decentralizing ministry. The statements do not concern themselves with the pastor's
knowledge of or attitude toward a decentralized ministry, but rather with what
measurable steps he or she is taking to decentralize ministry. For this reason the
statements focus on delegation, training, supervision, leadership development, and
growth opportunities.
The survey is developed from a series of operational statements about
decentralization and spiritual formation based on the research done In both areas.
These statements are boiled down to twelve. The language is simple and avoids
emotionally charged and biased words or phrases. Each statement has one thought
and is intentionally narrow in scope and specific in nature. They measure what the
pastor is doing in ministry, not what the pastor is thinking, feeling, or believing.
Subjective questions like, "Do you find it difficult to delegate tasks or responsibilities
to other people in your church?" are not asked. Instead, the statements are
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constructed to measure concrete realities, "\ send parisliioners to outside training for
ministry and/or leadersliip." Our purpose is to measure objective realities, not
subjective impressions.
The Twelve Statements;
The purpose of the twelve statements on the survey instrument is to measure
objective actions taken by pastors in the area of sharing ministry and practicing the
spiritual disciplines. The statements are as follows:
1 . "\ send parishioners to outside training for ministry and/or leadership."
John Maxwell writes, "one of the fastest ways to build people up Is to train
them. People receiving training perceive that the organization (read pastor) believes
in tiiem." (Maxwell 78).
Pastors who feel the need to stay In control tend not to think of sending
others for training because they are spending most of their time thinking of how to
equip themselves. This does not stem from selfishness but from an over-inflated
sense of responsibility. As I have said, too many pastors take upon their own
shoulders the total responsibility for the ministry of their church. They do not think
in terms of equipping others. When a brochure for a leadership conference comes
across their desk it does not occur to them to send someone else because they focus
on themselves in the leadership role.
Question One measures the pastor's willingness to fulfill the scriptural
imperative to "equip the saints for the work of ministry. . ." (Ephesians 4: 1 2). If
the pastor is not sending out parishioners for outside training there is no way in this
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busy world tiiat he or she can possibly provide all the resources for an effective
ministry required by a growing congregation.
2. "\ give parishioners books and articles to read to empower their ministry."
Rick Warren writes, "I have only two primary responsibilities (as a pastor): to
lead and feed" (Warren 389). And George Bama writes, "The Church itself must
also leam to operate as a resource bank. In successful churches, identifying. . .
resources was an integral part of the staff's responsibilities" (Bama 167). Pastors
can read a book with two attitudes: with an eye toward empowering themselves, or
with an eye toward empowering the community. The pastor who does not share
knowledge gleaned from books inhibits the growth potential and power of those in
the community. Sharing books is a way of sharing power, for the more knowledge a
lay person has the more skill available for ministry, and the more skill the more
power that will be entmsted to them by others. "Pastors who are able to delegate,
train, and build up believers are the ones who succeed in the information age"
(Miller 153).
Question Two is asked because pastors who share knowledge share power.
Never has this principle been more tme than in our current information age. The
pastor who reads with an eye for sharing books with specific lay persons is likely to
share both the ministry and its authority.
3. "I meet certain parishioners on a regular basis to coach their own ministry."
A dynamic church requires more ministry than any one individual can
handle. "In the healthiest of churches, the pastor is doing the leading while the lay
people are doing the ministry" (Wagner 117). What is more, tiie variety of skill
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and giftedness required to lead a dynamic congregation is more tiian any one person
can supply. Those pastors who do not meet regularly with members of the
congregation to supervise their ministry are saying one of two things. Either nothing
is going on in their church, or the pastor does not provide any systematic way for
the laity of the congregation to grow in their skills. Lay ministry is not accidental. It
requires the intentional effort of the pastor. "Once people begin serving in a
ministry, they need on-the-job training. On-the-job training is far more important
and effective than pre-service training" (Warren 383).
Question Three is asked because the pastor who makes the investment to
coach another person in ministry is one who is committed to the empowerment of
others within the congregation that is the end result of effective coaching, the
empowerment of the one being coached. Webster defines "coach" as "one who
Instructs or trains a performer." To instruct and train another person is to build
skills and develop power, for the more effective a ministry is the more power it will
have.
4. "My Church invests 1 percent or more of its budget in the training and
development of lay leadership."
]esus expressed it more succinctly and clearly than anyone else. ". . . your
heart will always be where your riches are" (Luke 1 2:34, TEV).
It is important to provide developmental tools. Be
willing to spend money on things like books, tapes,
seminars, and professional conferences. . . fresh ideas
from outside an organization can stimulate growth. It
will keep your people growing and equip them to do
die jobwelL (Maxwell 105)
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When pastors do not lead their congregation to Invest in the development of new
leadership they are:
1 . Implying that leadership development is not a priority.
2. Leaving leadership growth and development to chance.
3. Restricting the knowledge and skill available to those leaders
who are already present.
The simple truth is that people and organizations like the church spend their money
on whatever they believe is most Important. If no money is spent on leadership
development then it is obviously not a priority for the church, nor for the pastor.
Question Four is asked because it measures the heart of the church for lay
ministry, and in most cases the heart of the pastor is reflected in the heart of the
church.
5. "I take lay people with me for visitation and other ministries."
Rick Warren writes, "People need individual attention and guidance as they
attempt to discover the ministry they are shaped for. Simply taking them through a
class won't accomplish this" (Warren 382). For lay ministry to become real for
the rank and file it must be experienced by each person. Simply talking about it and
describing it will not elicit their interest and commitment. Pastors who take a lay
person with them to various functions are sowjng seeds for interest and commitment
among the rank and file. What is more, by taking lay members along, they
articulate and emphasize die need for more participants In ministry. The January
twentieth, nineteen ninty seven edition of Net Fax stated, "I should seek to give
away some of what I am currentiy doing and pick up new responsibilities."
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Question Five is measures a simple and practical way pastors can encourage
and train lay ministers. Taking lay people along for pastoral calls and other services
requires preparation, which means tiiat the pastor must anticipate, plan, and
coordinate his or her work witii anodier person. This requires extra effort and a
pastor who is not committed to lay ministry is unlikely to make tills effort.
6. "Last year I implemented a plan to recruit and train new leaders."
Those who wait for leaders to identify themselves are not only guilty of
passivity but are also guilty of misunderstanding the nature of leadership, which is
lead not bred. George Bama writes, "User fiiendly churches. . . were more likely
to. . . have a training program in progress which provided a new squadron of
leaders. . ." (Bama 167). Leaders for die Church need to be taught, not sought.
Because leadership can be leamed a basic task of any pastor Is to train up future
leaders. "How people may grow to Integrated audiority in die church has some
important implications, of course, for training those who aspire to lead them in that
process." ( Hahn 181)
A pool of future leaders must be nurtured and developed, but this does not
come easy. Too many potential leaders cannot take off three days from work or
family to attend a conference in another city, therefore resources must be made
available to them in the local church.
One of the fastest ways to build people up is to train
them. People receiving training perceive that the
organization believes in them. And they are more
productive because they are more highly skilled.
(Maxwell, Developing the Leaders Around You 78)
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Question Six is asked because more planning is required to set up a
leadership enlistment and equipping effort than any other aspect of lay ministry.
Such efforts need months of planning, preparation, and advertisement. Only the
pastor dedicated to lay ministry will make that kind of investment in time and
energy, thus revealing his or her commitment to lay ministry.
7. "\ set aside time for prayer on my day off."
Prayer is a discipline whereby we surrender control to God. In prayer we do
nothing but turn to the Father. We not only acknowledge the limits to our ability to
control the circumstances of our lives, but in prayer we also attempt to cooperate
with God's activity in them. Those who pray are at once recognizing the limits of
personal power while reaching out to a power greater than their own. Those who
need to control have a hard time praying. Conversely, those who develop their
prayer life will find it easier to relinquish control.
One would think that strong gifted leaders would make
sure that no emerging leader would mature to the point
where his or her own leadership might be threatened.
Actually, the exact opposite is true of a spiritually gifted
leader. The greatest thrill a mauire, gifted leader can
experience is. . . developing younger leaders. (Hybels
60)
The more one prays the more one is going to mature Into a leader who is able to
share power and surrender control. The man or woman of prayer knows that
power is unlimited, and also knows that the source of that power is not their own
personality or position, but God the Father.
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Belief in prayer is measured in its practice and this belief is no more clearly
revealed tiian on the pastor's day off. In die life of a pastor, prayer can easily
evolve into a formal part of die job rather than a matter of personal conviction, but
in prayer there are no professionals. Prayer is an intensely personal experience, a
one-on-one encounter with God. The pastor who prays only on work days but who
does not take time off for prayer on personal Sabbatiis is unlikely to be engaged
with God in a personal or compelling way. The lack of prayer is also a statement of
control whereby God may be part of my professional life, but is not part of my
personal life. The pastor who does not surrender control to God in prayer on a day
off is unlikely to surrender control to others in ministry.
Question Seven is asked because the pastor's practice of prayer on days off
reveals both a personal commitment to a relationship with God and a need to be in
control.
8. "I utilize a prayer team to intercede for the needs of others."
"Pastor, please pray for me," Is often heard by the pastor from, those In
need. To this request the pastor has three options:
1 . To ignore the request.
2. To pray for the request individually.
3. To employ other prayer warriors.
Scripture is clear about the power of collective prayer.
... If my people, who are called by my name, will
humble themselves and pray and seek my face and turn
from their wicked ways, then will I hear from heaven
and will forgive their sin and will heal their land. (2
Chronicles 7:14, KjV)
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Again, I tell you that If two of you on earth agree about
anything you ask for. It will be done for you by my
Fatiier in heaven. (Matdiew 18:19, K)V)
Pastors who view their ministry from a egocentric perspective are unlikely to engage
others in the ministry of prayer. The egocentric pastor receives tiie request for
prayer as his or her responsibility rather tiian as an opportunity to engage the power
of tiie entire praying community. Making use of a team of Intercessors is an
excellent measure of pastor's ability to release conti-ol while engaging in tiie spiritual
disciplines.
Question Eight is a practical measure of how the pastor shares a specific
ministry within the congregation.
9. "I read Scripture faidifiilly on my day off (unrelated to preaching preparation)."
No discipline is more crucial for Christians than
immersing ourselves in scripture. No discipline provides
more power and direction for spiritual growth than
scripture. (Workbook 21)
Reading Scripture, like praying, can become a formal part of the pastor's job
rather than a personal encounter witii God. When die ministry of the word is more
professional than personal it possesses only the veneer of holiness but none of the
power. For many pastors their primary engagement with the Bible is through
sermon preparation, an activity where they are in control. They search for words
that they can say, rather than words to hear. A good measure for just how
personally engaged a pastor is with Scripture is whether he or she is involved with
reading the Bible on a day off. On the pastor's day off there is no pressure to
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prepare or perform. To read die Bible on a day off Is a matter of personal choice
rather than professional need.
If a pastor Is unwilling to surrender to the authority of Christ as expressed in
his word, then he or she is unlikely to cooperate with Christ's body, the Church.
Question Nine is an excellent measure of the pastor's personal Involvement
with the discipline of reading Scripture.
1 0. "I memorize scripture for myself (unrelated to preaching preparation).
Scripture is powerful. Its effect does not depend on the Institution of the
Church or the personality of the pastor. As Scripture says, "it is inspired by God
and profitable for teaching and. . . training in righteousness, that the man of God
may be complete, equipped for every good work." (2 Timothy 3:1 4-1 7). Those
pastors who are egocentric and who depend upon the force of their own personality
rather than the power of God are unlikely to spend much time memorizing
Scripture. After all, if a primary purpose of Scripture is for "teaching and training"
(2 Timothy 14-17) others and they view ministry from an egocentric perspective,
then they would have little use for it.
Question Ten is a way of measuring the commitment of the pastor for
investing Scripture into the lives of his or her people.
11. "I set aside at least one spiritual retreat a year away from parishioners."
In solitude we are "using aloneness purposefiilly. We are pondering who we are,
what life Is al about, where we are In our quest for meaning, and how we are related
to God and otiiers (Italics mine)." (Workbook 1 1 4). Solitude is not running away
to escape others, but engaging God more intimately in order to serve others more
Green 69
genuinely. Only In solitude can we disengage ourselves from our work and permit a
different perspective. Henri Nowen says, "Solitude is die fiimace of transformation.
It is the place of the great struggle... against the compulsions of the false self. . ."
(Nowen 13-14). Solitude involves letting go of all control and leaving it in the
hands of others. How many pastors are unwilling to take any time away because
they feel the church cannot get along without them. This says more about the
pastor than it does about the church. Solitude forces pastors to surrender the
control of the church for at least the time that they are away. It is a statement of
trust. To enter into solitude the pastor must have confidence in the laity of the
church to serve the spiritual needs of others while he or she is away.
Question Eight measures the pastor's willingness to surrender control to God
and the ability to entrust the responsibility of ministry into the hands of others.
12. "I set aside time each day to be alone with God."
Solitude is thus the place of purification and
transformation, the place of the great struggle and the
great encounter. It is the place where Christ remodels
us in his own image and frees us from the victimizing
compulsions of the world. (Nowen 1 8)
It is tempting for the busy pastor to pray on the run while driving, in the
middle of study, sandwiched in between appointments. Often pastors complain of
not finding enough time to do all that they want. But solitude involves setting aside
time for God, making a specific appointment with God knowing that time with God
is far more productive than anything else that could be done. Solitude lays aside the
business of our lives in order to take time with the source of all our hope. To set
aside time with God also lets go of our need to be in control every minute of every
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day. It is a choice let go and let God. Pastors who let go of controlling every
minute of every day are more likely to let go of controlling other aspects of their
ministry.
Question Twelve measures the intensity and consistency of the pastor's
practice of the spiritual disciplines. Solitude requires planning. It does happen by
accident. Time is never found; it is made. The pastor who does not make time for
God is unlikely to make time for the ministry of others.
The Design
The design of the study was descriptive, utilizing a researcher-designed, self-
administered survey. With it a single "snapshot" was taken of what over sixty
pastors were doing in the areas of leadership style, decentralization, practice of
spiritual disciplines, and church growth. The survey's method was a self-
administered survey. We did not ask for any demographic information. Our study
did not focus on what different categories of pastors were doing, such as comparing
men and women, young and old. The survey only measured the performance of
the pastors in the West Palm Beach District with resepct to spiritual disciplines and
decentralization.
There were two comparison groups for the survey. The first group was
composed of ten Beeson Scholar alumni. The survey was mailed to them and
evaluated in the same manner.
The second comparison group was composed of the pastors of the ten fastest
growing churches in the Florida Annual Conference. The Beeson Scholars were
chosen because each has been through extensive training in decentralizing ministry
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and spiritual disciplines. This comparison showed how formation and information
play a key role in a pastor's ability to give the ministry away to the laity. The
second comparison group, the ten pastors of Florida's fastest growing UM churches,
was chosen because of their success in church growth. This study assumed that
decentralizing ministry and the practice of spiritual disciplines related to church
growth. By having the pastors of fast growing churches take the survey, we started
with a known variable, which was the success of their church growth efforts.
Some pilot testing was done with United Methodist pastors who served
outside of the West Palm Beach District. These pastors were not randomly selected,
but were friends of mine who, having taken the survey instruement, had the
capacity to offer candid evaluations.
To secure a high response rate I relied on the precision of my preparations
for notifying participants of the survey's arrival. I employed no incentive for fear of
insulting my United Methodist colleagues.
The survey employed a Likert scale:
Never
Occasionally
Usually
Always
Each answer had a numeric value attached to it so that the results could be
quantified:
Never = I
Occasionally = 2
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Usually = 3
Always = 4
The answers were Intentionally limited to four. By using a even number the
convenience of a middle answer was avoided. The statements were framed in such
a way that a high score reflected a high involvement. For example, if a pastor was
totally committed to the practice of the spiritual disciplines his/her responses
reflected in a higher numeric value, with twenty four being the highest possible
score. Conversely, if the pastor was not involved with the spiritual disciplines,
his/her responses reflected a lower score, with six. being the lowest possible. With
numeric data collected on both the pastor's involvement in decentralizing the
ministry and the practice of spiritual disciplines, the results are compared and
contrasted to determine if in fact the two have a correlation.
Reliability and Validity
According to Leedy, three principle questions concern the issue of validity,
"What does the test measure? Does it, in fact, measure what it is supposed to
measure? How well, how comprehensively, how accurately does it measure it"
(40)? Again, the statements concentrated on the pastor's practice, not on
knowledge or attitudes. What the pastor does tells us more about their convictions
than what they might think or feel. Besides, thoughts and feelings are difficult to
quantify. Actions are easier. What the test measured was the content of the
pastor's personal involvement in spiritual disciplines and in decentralization. No
nuanced answers appear. The actions of the pastor spoke for themselves.
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Again, according to Leedy die principle question that concerns reliability is,
"How accurate is tiie instrument" (42)? The questions are specific, and die Likert
scale is differentiated enough to give an accurate reading of just what the pastor Is
doing in their ministry.
The survey was pre-tested by selected individuals to ensure its clairlty, and to
determine how long it took to finish. It was tested by two pastors on different
occasions, and by a social science researcher. The pre-testing revealed several
weaknesses, and appropriate changes were made to ensure the survey's clarity.
The study, however, cannot account for the truthfulness of the pastors'
responses. Pastors are human, and so it is difficult for them to answer with honesty
about their own spiritual practices. Those pastors who have no prayer life or who
never read Scripture except for sermon preparation may have found it difficult to
reveal as much on the survey. Indeed, they may have been in denial about their
own spiritual state, and so Incapable to answering honestiy. To help curb this
accuracy problem the survey is anonymous. Nowhere on the survey were the
pastors asked to reveal their identity. This helped ensure a more candid response.
Data Collecton
Necessary data was collected in two ways. First, the journals of the past
three years for the Florida Conference were consulted to gather the statistics of
church growth or decline for each congregation of the West Palm Beach District.
Second, a self administered survey was handed to each pastor during a
quarterly gathering of the West Palm Beach District. It was a self administered
survey.
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Variables and Scales
The independent variable in this study was die spiritual discipline of the
pastor. This Is the behavior tiiat the pastor could change to affect his or her
leadership style.
The dependent variable was die leadership style. This Is the behavior that
pastors tend not to change direcdy.
The control variable Is the church size. This helped to interpret our data.
Control
The control/comparative group for this study were the pastors of the ten
fastest growing congregations during the last three years In the Florida Annual
Conference. The big question was how they were involved in practicing the spiritual
disciplines. This control group helped clarify whether there was in fact a correlation
between the ability to decentralize and the practice of the spiritual disciplines.
Data Analysis Procedures
The study's analysis deals with two categories of data. The first are the
pastors' responses to the six statements about decentralizing their ministry. An
example of the decentralizing category would be:
"I send parishioners to outside training for ministry and/or leadership."
Never
Occasionally
Usually
Always
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The second category was die pastors' response to the six statements
concerning spiritual disciplines. An example of the spiritual discipline category is:
"I set aside time for prayer on my day off."
Never
Occasionally
Usually
Always
The responses were quantified widi a numeric value for each of die four
possible responses on tiie Likert scale ( Never ( 1 ), Occasionally (2), Usually (3),
Always (4) )The responses were tiien added, resulting in a score somewhere
between six and twenty four in both categories. These scores represented the level
of participation for each responding pastor in botii the decentralizing of ministry and
the practice of spiritual disciplines.
For example, a female pastor completes the survey, one who is active in
decentralizing her ministry but who is not involved in practicing spiritual disciplines.
Her responses to the six statements about decentralizing her ministry might add up
to twenty one by answering "always" to four of the statements (4x4 =16),
"usually" to one statement (Ix 3 = 3), and "occasionally" (1 x 2 = 2) to one
statements, which gives her a combined score of twenty one. Her responses to the
six statements about practicing the spiritual disciplines, however, might add up to
eleven by answering "always" to no statement, "usually" to one statements (1x3
= 3), "occasionally" to three statements (3x2 = 6), and "never" to two
statements (2x1 = 2), for a total of eleven. These numeric scores were then used
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to evaluate the correlation between the practice of decentralizing the ministry and
the practice of the spiritual disciplines. Where a correlation existed the scores were
nearly the same. In this example of a female pastor who scored twenty one in
decentralizing her ministry but eleven in her practice of the spiritual disciplines, her
answers would suggest no correlation whatsoever. Her responses would discredit
the study's hypothesis.
This comparison was not only done for each pastor, but was also added and
averaged for all forty sbc pastors, resulting in two scores that represent the average
participation of the West Palm Beach District clergy in decentralizing ministry and in
practicing spiritual disciplines. If the average score for all forty sbc pastors was
eighteen in the decentralizing category and twenty for the spiritual disciplines, then
the study's hypothesis would be supported because a correlation was demonstrated;
namely, that those active in a decentralized ministry were also active in practicing
the spiritijal disciplines.
The results of the study were quantified and compared to see if a relationship
existed between decentralizing and spiritual disciplines. The hypothesis was that
those pastors who score high in both decentralizing and the spiritual disciplines
would be leading a growing church.
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CHAPTER 4
Findings of the Study
Tlie purpose of Cliapter Four is to document the study's findings and the
data harvested from the study's survey, and to demonstrate on the basis of the data
whether or not the hypothesis of the study has been refuted or supported.
The study's hypothesis is that there is a correlation between a pastor's
practice of the spiritual disciplines and his or her ability to lead a decentralized
ministry. To this end a twelve-question survey was constructed, with sbc questions
measuring the practice of the spiritual disciplines and the other six measuring the
practice of a decentralized ministry. Each question had four possible answers, with
each answer assigned a numeric value so that a quantitative analysis was possible
based on the answers given. The survey was administered to three different groups:
forty-four pastors of the West Palm Beach District of the United Methodist Church
(WPB), eleven Beeson Pastor alumni from the class of '95-'96 (BP), and ten pastors
from the Florida Annual Conference of the United Methodist Church who served
churches recording 20 percent growtii or more in 1 996 (GP). The data collected
is recorded in this chapter along with the significant findings.
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TABLE 1: Distribution of Scores for Spiritual Disciplines and
Decentralization
Never Occasionaliy Usually Always
n % n % n % n %
1 1.5 10 15.4 37 56.9 17 26.2
1 set aside time for prayer on my day
off.
1 utilize a prayer team to intercede for 1 1.6 11 17.2 24 37.5 28 43.8
the needs of others.
1 read scripture faithfully on my day off 1 1.5 24 36.9 23 35.4 17 26.2
(unrelated to preaching preparation).
1 memorize scripture for myself 13 20.0 35 53.8 13 20.0 4 6.2
(unrelated to preaching preparation).
1 set aside time each day to be alone 0 0.0 8 12.3 26 40.0 31 47.7
with God.
1 set aside at least one spiritual retreat 15 23.8 18 28.6 9 14.3 21 33.3
a year away from parishioners.
1 send parishioners to outside training 2 3.2 21 33.3 24 38.1 16 25.4
in ministry and/or leadership
development.
1 give parishioners books and articles 1 1.5 20 30.8 26 40.0 18 27.7
to read to empower their ministry.
1 meet certain parishioners on a 2 3.2 18 28.6 28 44.4 15 23.8
regular basis to "coach" their ministry.
The Church 1 serve invests 1% or 17 26.2 17 26.2 15 23.1 16 24.6
more of its budget for trmg/develop of
lay lead
1 take lay people with me for visitation 7 10.9 46 71.9 9 14.1 2 3.1
and other ministries.
Last year 1 implemented a plan to 6 10.2 14 23.7 17 28.8 22 37.3
recruit and train new leaders.
Table I shows how all sixty-five subjects in the study responded to each of die
twelve study questions. The table shows the frequency distribution for each of the
four possible answers given by all sixty-five pastors.
No research question is answered with the above table. It does not
distinguish the answers given by tiie three different groups (WPB, BP, SC GP). It is,
however, important to point out that sbc out of the twelve questions were answered
by all sixty-five participants (questions: 1,3,4,5, 8, SC 10). Question two was
answered by sixty-four participants. Question six was answered by sixty-three.
Question seven was answered by sbcty-three. Question nine was answered by sbcty-
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three. Question eleven was answered by sbcty-four. And question twelve was
answered by fifty-nine. It Is doubtful diat these variances are statistically significant
with the possible exception of question twelve which had sbc participants who did
not respond, representing 9.2 percent of the total. For all other questions no more
than 3 percent did not answer.
The mean score and standard deviation were then computed for each of the
three groups (WPB, BP, GP) in order to compare the answers of the three groups
for significant differences. I will now turn to each of the study's three research
questions which can be answered based on the data received from the survey.
Research Question (RQ) #1
"What is the relationship of church growth to the pastor's orientation to
decentralization?"
RQ #1 is answered by comparing the three groups' mean scores to the six
questions concerning decentralization (questions 7-12) which is shown on Table 2.
TABLE 2: Differences Among Pastors on Decentralization
Beeson WPB Growth
Pastors Pastors Pastors
Mea
n
SD Mea
n
SD Mea
n
SD F P<
1 send parishioners to outside training 4.82 2.73 4.67 1.59 4.80 1.48 .05 .95
in ministry and/or leadership
development.
1 give parishioners books and articles 5.46 1.29 4.64 1.63 5.20 1.75 1.66 .20
to read to empower their ministry.
1 meet certain parishioners on a 5.36 .81 4.57 1.68 5.00 1.89 1.17 .32
regular basis to "coach" their ministry.
The Church 1 serve invests 1% or 4.09 1.87 4.00 2.34 3.40 2.46 .32 .73
more of its budget for trmg/develop of
lay lead
1 take lay people with me for visitation 2.82 .60 3.23 1.25 3.40 1.58 .68 .51
and other ministries.
Last year 1 implemented a plan to 5.23 1.62 4.44 2.10 5.67 1.73 2.72 .07
recruit and train new leaders.
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Growth pastors serve congregations that experienced no less than 20 percent
growth in 1 996, so we assume that they have a leadership style conducive to
church growth. The mean scores of growdi pastors. West Palm Beach pastors, and
Beeson pastors were compared on questions seven through twelve pertaining to
decentralization. Differences in group means were not significant, however. The
growtii pastors showed no more tendency to decentralize tiian eitiier tiie West Palm
Beach pastors or the Beeson pastors. For each of questions seven through twelve
tiie probability was greater than .05, so tiiat according to the survey's data tiiere is
no significant correlation between church growdi and the pastor's ability to
decentralize among the pastors in this study.
Research Question #2
"What is the relationship of church growtii to the pastor's practice of
selected spiritual disciplines?"
RQ #2 Is answered by comparing the mean scores of the tiiree groups to the
six questions concerning the practice of spiritual discipline (questions 1-6) (Table 3).
TABLE 3: Differences Among Pastors on Spiritual Disciplines
Beeson WPB Growth
Pastors Pastors Pastors
Mea
n
SD Mea
n
SD Mea
n
SD F P<
5.18 1.66 5.04 1.40 5.60 .97 .65 .52
1 set aside time for prayer on my day off.
1 utilize a prayer team to intercede for 6.09 1.38 5.32 1.61 5.44 1.67 1.05 .36
tlie needs of others.
1 read scripture faithfully on my day off 4.64 1.50 4.73 1.65 4.80 1.99 .02 .98
(unrelated to preaching preparation).
1 memorize scripture for myself 3.00 1.55 3.41 1.65 2.80 1.48 .74 .48
(unrelated to preaching preparation).
1 set aside time each day to be alone 5.91 1.38 5.73 1.37 5.40 1.58 .36 .70
with God.
1 set aside at least one spiritual retreat 4.82 2.75 3.71 2.33 5.20 1.75 2.20 .12
a year away from parishioners.
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No significant differences appeared among groups of pastors based upon dieir mean
scores on question one dirough six for dieir practice of spiritual disciplines. The
growtii pastors showed no more tendency to practice the spiritual disciplines than
either the West Palm Beach pastors or tiie Beeson pastors. In each case tiie
probability was greater than .05.
Research Question #3
"What is tiie relationship of tiie spiritual disciplines to decentralizing die
ministry of a church?"
To address RQ ffZ, two scales were computed from the questionnaire, one
for spiritual disciplines and one for decentralization. These two scales were then
correlated. The result was tiiat a moderate relationship ( r= .41, p <. .05) was
shown to exist between a pastor's practice of tiie spiritual disciplines and his or her
practice of a decentralized leadership style. That is, the more a pastor practices the
spiritual disciplines, the more lilcely he/she Is to exercise a decentralized leadership
style.
Beeson and growth pastors were combined as one group and t-Tests were
conducted between this combined group and WPB pastors on each of the twelve
items. Two significant differences were observed when pastors were grouped in this
way. Growth pastors and Beeson pastors tended to differ significantiy from WPB
pastors on Question Six ("I set aside at least one spiritual retreat a year away from
parishioners.") and on Question Twelve ("Last year I implemented a plan to recruit
and train new leaders."). This suggests that the data might have been
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contaminated by the way in which WPB pastors were clustered as one group rather
than divided on the basis of growth verses non-growth.
Conclusion
Based on the data received from the survey this study cannot conclude that a
relationship exists between spiritual disciplines and church growth, or between
decentralization and church growth.
The study can affirm, however, that a moderate correlation does exist
between the practice of the spiritual disciplines and the leadership practice of
decentralization. This finding would support the study's hypothesis that there is a
correlation between a pastor's practice of the spiritual disciplines and his or her
ability to lead a decentralized ministry.
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CHAPTER 5
Summary and Conclusions
In February, 1996, die Florida Annual Conference of die United Mediodist
Church offered me the opportunity to plant a new congregation in Broward County,
twnety miles Soutii West of Fort Lauderdale. In April, 1 998, this new
congregation. Everglades Community Church, Is now alive with over two hundred
weekly participants. In two years the Church has evolved from a dream to a reality.
Paul Yonggi Cho writes, all things must be bom twice. They must be bom first
inside the soul before they can be bom into the world. Everglades Community
Church is the hnlt of two births. It was conceived by God, bom inside my soul, and
later bom into the South Florida Community. With over two hundred active
participants. Everglades Community Church is growing past the ability of one person
to lead it. For the church to continue such growth its ministry must be shared with
the laity. A pastor focused ministry will bottieneck growth. Power and authority
must be decentralized. As previously cited, two hundred represents the threshold of
one person's ministry. The typical pastor can't take care of more than two hundred
members. Power and control, therefore, must be released into the hands of the
laity so that they can help to lead the congregation to new heights of ministry. How
Is this accomplished? The research of this paper has demonstrated that the best
place to start is in the practice of the spiritual disciplines.
This paper's principle finding is that there is a relationship between the
practice of spiritual disciplines (prayer. Scripture, and solitude) and a decentralized
ministry. If a pastor Is willing to surrender control to God, he or she Is more likely
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to surrender control In the church. As previously stated, the majority of pastors
agree with the principle of a decentralized ministry, but few practice it. The same
can be said about their practice of prayer. Clergy believe in the power of prayer,
but the ugly truth Is that few actually practice it. At the 1 998 St. Petersburg
Promise Keepers rally for clergy it was noted that the average pastor prays no more
that twenty-two minutes a day, a modest amount of time if prayer is the source of
power that Scripture claims. Twenty-two minutes is also modest when compared
with the amount of time pastors put into other enterprises like programming,
counseling, and sermon preparation.
Again, the major finding of this paper is that there is a direct relationship
between prayer, the reading of Scripture, solitude, and the ability of a pastor to
decentralize ministry. In other words, the more a pastor practices the spiritual
disciplines the more likely he or she will be able to share the ministry with others.
This being true, growing past 200 begins with the pastor on his or her knees In
prayer, reading the Scriptures, and spending time alone with God.
This Is not to say that the study has demonstrated a direct relationship
between the spiritual disciplines and church growth, nor has it shown a relationship
between decentralization and church growth. Prayer and decentralization of
themselves do not grow a church, nor do they lift a congregation past 200.
Nevertheless, the library of research amassed in this paper agrees that a
congregation stands a better chance of growing if the pastor practices the spiritual
disciplines and a decentralized ministry. The body of research gathered in this
dissertation is clear that the best way to grow a congregation is to decentralize the
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ministry, wliicli is especially true in tlie post-modem world where participation and
experience is so vital to an individual's involvement. It surprised me to leam that a
direct relationship between church growtii and the decentralization of the ministry
was not demonstrated, but factors will be discussed later that can explain why it may
well exist, but was not shown. In any event, the majority of the literature on
leadership and church growdi says diat a decentralized ministry is not only
recommended, but vital for church growdi. If tills is tme, and I believe tiiat it is,
and believing tiiat it is also tme that there is a direct relationship between a pastor's
ability to decentralize his or her ministry and practice of tiie spiritual disciplines,
then the place to start preparing for church growdi is in the pastor's practice of the
spiritual disciplines.
Reflecting on the Study's First Finding:
The data from the survey offer two surprising findings. The first is that the
pastors of dynamically growing churches show no more tendency to practice
spiritual disciplines than other pastors. When preparing the study I assumed that
growth pastors are spiritual giants, fervent practitioners of tiie spiritual disciplines.
But this was not what the data revealed. The data tells us that growtii pastors
stmggle with spiritual disciplines every bit as much as the other groups. Several
possible explanations exist.
First, church growth can be as much the result of demographic circumstances
as it is pastoral leadership. Florida is growing explosively. Put out a church sign and
a steady stream of visitors are bound to come. Many of the most prolific growth
churches in America are located In growth communities. Saddleback Community
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Church and Willow Creek Church are two examples. Church growdi is much easier
in locations like Phoenix, Las Vegas, and Soutii Florida tiian it Is In downtown
Philadelphia and Pittsburgh. Some of the ten men and women who composed our
growth pastors group are leading churches located in die middle of communities
that are experiencing dynamic growdi, and tiieir congregations reflect that growth.
In certain cases the growtii they are experiencing may be less tiie result of pastoral
leadership, and more die result of die demographics that surround their church.
A principle tiiat this study confirms is that spiritual discipline is not necessary
for growth. Most organizations in tiirivlng communities grow: Optimist Clubs,
Kawanis Clubs, and volunteer organizations. Spiritual discipline is not needed for
the growth of civic organizations, and neither is it needed for church growth. The
absence of spiritual discipline will impact die long term healtii of the church, but in
a thriving community a church can grow without tiie pastor's practice of the
spiritual disciplines.
A second explanation relates to the first. Some pastors may not be spiritual
giants, but they have organizational gifts that lend themselves to church growth.
Congregational entrepreneurs with an instinct for organizational dynamics,
management, and leadership can do well because growth for such pastors is natural
even though it may not be connected with their spiritual life. For them organizing
community Is a gift. For such pastors the source of their church's growth is not
spiritual discipline, but the exercise of their God-given gifts in leadership.
Community building can be done without spiritual discipline.
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Having said diis, it is also true that health usually leads to growth, and a
pastor's prayer life impacts his or her spiritual, emotional, and physical health.
When a pastor is robust and healdiy It is only natural for his or her congregation to
reflect that health. This would lead to growth. That a relationship exists between a
pastor's spiritual health, the congregation's health, and its growth is therefore
implicit. This, however, was not proven with this study. Still, this does not mean
that it is not true. Though the study did not prove that the relationship between
spiritual disciplines and church growth exists, neither did it disprove It.
Another explanation for why the study did not prove a relationship between
church growth and the practice of spiritual disciplines is to call into question the
data itself. The answers to the survey's questions were to some extent subjective.
Even though we asked specific questions like, "I set aside time each day to be alone
with God," the answers required that the pastor evaluate themselves and such a
personal evaluation is subjective. After all, the question, "Do you take time to be
alone with God" means different things to different people. Some may think that
talking with God while driving their car is being alone with God, while others might
define it more strictly. An Impression from this study is that the more spiritually
mature a person is the more rigorous their definitions. The more spiritually mature
tend to define the practice of prayer and solitude more strictiy. Therefore, another
reason the survey did not show a difference in the spiritual practices among different
groups (growth pastors verses other pastors) is that the survey may have been too
subjective to measure such a difference.
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Finally, another reason why the survey may not have been able to
differentiate the practice of tiie spiritual discipline among die tiiree clergy groupings
is because each of tiie tiiree groups were an undifferentiated mass. Botii tiie West
Palm Beach pastors and the Beeson pastors were composed those who served
growing and dying churches. This mbcing of leadership types (growdi and non-
growth) no doubt diluted any difference that may have been present between
pastors who lead churches to growth and tiiose who do not.
Reflecting on tiie Study's Second Finding
A second finding from the study's data is that growth pastors showed no
more tendency to decentralize their ministry than the otiier two groups. Again,
there are several explanations.
The answers pastors gave to the survey questions were not based on any
objective scale. Each pastor answered according to his or her own standard.
Therefore pastors may tiiink themselves to be practicing a decentralized ministry,
and they may have answered the survey's questions believing that they were
practitioners of a decentralized ministry, but a more objective standard might
disagree. According to the survey, all pastors taking the survey consider themselves
to be practicing a decentralized ministry, but it Is doubtful that all of them are. The
problem is most pastors know the language and theory of a decentralized ministry,
and many are deluded in believing that they are practicing it. The statistics in this
dissertation prove otherwise. When survey participants answered the survey they
injected their bias, and this bias blurs the distinctions between the study's three
groups of pastors.
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A second explanation for why tiie tiiree groups of pastors were not more
clearly distinguished in tiieir practice of decentralized ministry is that the United
Methodist denomination mandates a decentralized ministry. The United Methodist
Bool< of Discipline requires that die pastor share tiie audiority of the church.
Elected church officers possess audiority independent of the pastor. Therefore, the
structure of the United Methodist Church forces a certain adherence to a
decentralized approach to ministry, which blurs the distinction between the pastors
who do and do not practice a decentralized ministry.
Reflecting on the Third Finding
The third and the most important finding of this study is that there is a
moderate relationship exists between the practice of the spiritual disciplines and the
practice of a decentralized ministry. The most persuasive explanation for this
finding is that those pastors able to surrender control of their lives to God are more
likely to surrender control in other areas of their life, namely leadership within the
church. To decentralize any organization requires an ability to share authority.
Some pastors can do this Instinctively, but most can not. Those pastors who focus
on disciplines like prayer, however, lay the groundwork for change. Prayer changes
people. If a pastor finds it difficult to surrender control and share authority, the
pastor will confront that reality in prayer. Prayer moves people from "\" to "we",
and from the perspective of the independent to the interdependent. In the Lord's
Prayer are no first person singular pronouns: I, me, my. Instead, there are only first
person plural pronouns: We, us, our. Prayer moves the Independent pastor whose
focus Is only upon his or her responsibilities to a larger vision of the whole body.
Green 90
Through prayer the pastor begins to see his or her ministry, not just from the
perspective of the sermons they write and the administration they grind out, but
from the perspective of scripture's admonition, ". . . equip the saints for the work
ofministry, for the building up of the body of Christ" (Ephesians 4: 1 2, RSV).
The spiritual disciplines and the decentralization of ministry are related
because they are connected at the issue of control. Both require that we surrender
control, which is why most pastors do not practice either one of them. Of the two,
however, the behavior that pastors are most likely to change is their practice of the
spiritual disciplines. Leadership style is more intuitive. Pastors are not likely to
change their leadership style consciously. But they are capable of changing their
practice of the spiritual disciplines. It does not require a great deal of thought or
preparation for pastors to spend more time with God in prayer, scripture, and
solitude. But the net effect is to loosen their grip on their life, and allow themselves
to surrender to God's leadership. Once pastors loosen their grip on their soul. It Is
possible for them to respond more freely to the influence of others within their
churches, which is the start of a decentralized ministry.
Theological Reflection
When St. Peter thought of the church he thought of the priesthood of all
believers. He wrote, . . like living stones be yourselves built into a spiritual house,
to be a holy priesthood. . (1 Peter 2:5, RSV). Peter understood that we need
one another to build God's church. Each of us is gifted differently. No one person
is so complete as to stand alone, much less lead alone. Christ's church Is built one
stone upon anotiier, and all rest upon the cornerstone of Christ. Pastors that
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attempt to lead by assuming all the responsibility not only ignore healthy leadership
theory, but they also violate the spirit of the Scriptures. Scripture directs pastors to
use their gifts to equip others for ministry. Again, Ephesians 4: 1 2 says, ". . .
pastors. . . equip the saints for the work of
ministry. . .". Too many pastors misuse their gifts. Rather than employ them to
help others with their ministry, pastors use their gifts to exercise their own ministry.
They visit, preach, administer, encourage, and teach rather than equip others so that
they can do the same. According to Scripture, this is not only a poor leadership
style, it is wrong because it is poor stewardship of the people God has called into his
service. The role of the pastor is not to see how much he or she can do, but how
much he or she can help others to do.
Too many pastors today are completely overwhelmed with their work, just
like Moses was before his father-in-law, jethro, visited him. No doubt some of this
compulsion for work comes from a deep seated insecurity and a need to prove that
they are worthy of God's call. But this is not why God called us. God did not call
us to prove ourselves worthy. He called us to equip others. All of our gifts, talents,
past experiences, and knowledge Is to be invested into the ministry of others. Our
purpose is not to build our own little kingdom, but to participate in die privilege of
building the Kingdom of God.
Jesus' own example needs to be noted here, jesus did not need help to
accomplish anydilng. He created the universe, so he did not need help redeeming
it. But radier than do it all himself. He enlisted, equiped, and encouraged disciples
and followers who would serve In his ministry. The Scripture says.
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After this the Lord appointed seventy others, and sent
them on ahead of him, two by two, into every town
and place where he himself was about to come. And he
said to diem, "The harvest is plentiful, but the laborers
are few; pray therefore the Lord of the harvest to sent
out laborers Into his harvest." (Luke 10:1-2, RSV)
If the Lord himself took time to equip saints for ministry of the church, we ought to
do the same.
The first and greatest sin of all is the sin of pride, and pastors are as
vulnerable to it as anyone else. Often pride insists that things be done the pastor's
way, and that if they are not going to be done their way, then they will do it
themselves. Pride can also bewitch a pastor by causing him or her to focus more on
accomplishments than on people. God is less interested in getting things done as he
is getting people right. When a pastor is more concemed with getting certain tasks
done right than equipping people to do them, then It is likely that the pastor Is more
focused on his or her pride than on the people and the purpose for which God
called him or her.
St. Paul observes that when a ministry is healthy It functions much like the
human body, possessing many parts but one heartbeat.
To each is given the manifestation of the Spirit for the
common good. For just as the body is one and has
many members, and all the members of the body,
though many, are one body, so it is with Christ. For by
one Spirit we were all baptized into one body. ..." (1
Corintiiians 12:7, 12-13, RSV)
When a pastor over-functions and attempts to do It all It both overtaxes abilities and
atrophies the strengths and skills of the other body parts. What is most important Is
not that any one task be accomplished but that the church body as a whole be
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strong and healthy, and this is accomplished by each body part contributing Its part
to the health of the whole.
Pastors serve tiie church body best by enlisting, equiping, and encouraging
tiie rest of tiie church body to contribute. Only tiien can tiie Kingdom of God be
experienced by its citizens.
The Finding, Implications
This study confirms what is already believed to be true by George Hunter,
Dale Galloway, Norman Shawchuck and the prevailing literature, though nowhere
was it actually documented with practical research. A relationship exists between
the spiritual practices of a pastor and his or her leadership style. In addition, this
study also implies that the current church growth phenomenon has as much to do
with social and community demographics as it does a movement of God. Certainly
a devoted and skilled pastor can wield an impact on the growdi of a congregation,
but it is also true that a church, well located in a growing community, can
experience dynamic growth in spite of the pastor's leadership style. Based on the
evidence, church growth can not be related to the spiritual health of a pastor, nor is
It dependent upon his leadership skills. This would make an interesting study in
Itself.
Limitations of the Study
One limitation of the study is that too small a group was surveyed. Had I
offered the survey to larger number of pastors in other areas of the country, a
better contrast between growth and non-growth pastors may have been observed.
Because of Florida's dynamic growth, some of the pastors we observed as growth
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pastors were more likely to have been pastors fortunate enough to be serving
churches in the middle of a population boom. For this reason we did not get a clear
picture of the practices of a pastor who grows a congregation based on leadership
style.
Anotiier limitation is my grouping of tiie West Palm Beach pastors into one
category. Witiiin that one group were pastors whose leadership style served as the
catalyst for botii growtii and decline and tills muddled die distinction tiiat could
have been made between die growtii and the non-growtii pastoral practices.
Practical Applications
Everglades Community Church Is growing past one man's ability to serve its
needs. Power and ministry must be shared. If each member and participant is to
grow into the fiill stature of Christ they must be enlisted, equipped, and encouraged
to exercise the gifts that God has given them. This does not mean that the pastor is
to just give them jobs to do. Nor does it mean that the pastor is to simply elect
them to an office for which they are unprepared to serve. The pastor is to
decentralize the ministry of the church by helping persons discover their own God
given gifts, to teach them how to mature In the use of their gifts, and to give them
opportunities to exercise their gifts.
Too often pastors focus on getting tasks done. When they do this they tend
to use people to help them complete their agenda. In the end the job may be
completed, but the person doing does not grow closer to what God gifted them to
do. In other words, many pastors start with the job first rather than with the
person. In a truly decentralized ministry the pastor begins with the person. The
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pastor considers liow to iielp people discover their gifts for ministry. The task is
secondary to the people. What this means is that the pastor must surrender the
agenda for what he or she thinks needs to be done in favor of an agenda that Is
shaped by the gifts of the people. This means that the pastor must be willing to
surrender power and control, and this can be done only on his or her knees.
Prayer, Scripture, and solitude are the behaviors that the pastor can quickly and
easily change that will enable him or her to let go of the need to control and share
the ministry of the church.
To grow Everglades Community Church past 200, therefore, I must do that
which is counter intuitive. I must strive less, do less, and pray more. I must spend
more and more time with God and his word, and less time ftissing over specific tasks
that may or may not need to get accomplished. Instead, I need to be about the
business of equipping my people for their own ministry so that they will discover for
themselves the joy it is to be in God's service. By letting go of my need to be in
control, by choosing prayer over program, and by choosing people over production,
then Everglades Community Church will be equipped to be the church tiiat God
created her to be.
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APPENDIX
Survey On Spiritual Disciplines & Leadership
The following twelve statements relate to spiritual disciplines and leadership
style. Please read each statement and choose the response that most closely
resembles your personal practice.
1 . I set aside time for prayer on my day off.
Never
Occasionally
Usually
Always
2. I utilize a prayer team to intercede for the needs of others.
Never
Occasionally
Usually
Always
3. I read scripture faithfully on my day off (unrelated to preaching preparation.)
Never
Occasionally
Usually
Always
4. I memorize scripture for myself (unrelated to preaching preparation.)
Never
Occasionally
Usually
Always
5. I set aside time each day to be alone with God.
Never
Occasionally
Usually
Always
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6. I set aside at least one spiritual retreat a year away from parishioners.
Never
Occasionally
Usually
Always
7. I send parishioners to outside training in ministry and/or leadership
development.
Never
Occasionally
Usually
Always
8. I give parishioners books and articles to read to empower their ministry.
Never
Occasionally
Usually
Always
9. I meet certain parishioners on a regular basis to "coach" their ministry.
Never
Occasionally
Usually
Always
10. The Church I serve invests 1% or more of its budget for training and
development of lay leadership. (Your best estimate)
Never
Occasionally
Usually
Always
11.1 take lay people with me for visitation and other ministries.
Never
Occasionally
Usually
Always
Last year I implemented a plan to recruit and train new leaders.
Never
Occasionally
Usually
Always
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